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Introduction 

The purpose of business planning in the National Park Service is to im-
prove the abilities of parks to communicate their financial status clearly 
with principal stakeholders.  A Business Plan answers such questions as: 
What are the financial and staffing needs of this park unit?  How can we 
streamline operations or reduce costs?  How can we develop stronger 
outreach programs? This plan demonstrates the functional responsibili-
ties, operational standards, and financial picture of Valley Forge National 
Historical Park. 
 
The Business Plan provides a synopsis of a park’s funding history, pre-
sents a clear, detailed picture of the state of current park operations and 
funding, and outlines park priorities and funding strategies.  
 
A common methodology is applied by all parks developing Business 
Plans, and a web- based system is used to collect and analyze data and 
produce the report.  Within the Business Plan, park activities are organ-
ized into five functional areas, which describe all areas of business for 
which a park is responsible.  The functional areas are then further broken 
down into 33 programs.  This allows the park to move beyond the tradi-
tional National Park Service method of reporting expenditures in terms 
of fund sources, and instead to reporting expenditures in terms of activi-
ties.  As a result, the park can communicate its financial situation more 
clearly with external audiences.  Using a unified program structure for all 
parks provides a needed measure of comparability across park units.  In 
sum, completing the Business Plan provides park managers with financial 
and operational baseline knowledge to apply to future decision- making. 
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The staff at Valley Forge, August 2005. 

Superintendent’s Foreword 

Superintendent Mike Caldwell 

When citizens convened in the 1870s to protect Valley 
Forge, their common vision was the preservation of a sig-
nificant and meaningful place that inspired the Continen-
tal Army.  Valley Forge continues to inspire Americans a 
century later. Since the founding of the park, citizens have 
come together a number of times to advocate for it and to 
protect its important resources from threats. The tradi-
tion of citizen stewardship continues today as park vol-
unteers and partners participate in the ongoing work of 
preservation and interpretation. Each of them shares the 
vision of the park as a meaningful place of inspiration, 
refuge, commemoration, release, and pleasure. 
 
This Business Plan was developed at the same time as the 
park's new General Management Plan (GMP) was near-
ing completion. The GMP focuses on better organizing 
the management of the park to promote citizen steward-
ship, preserve historic resources, restore natural re-
sources, and provide an excellent visitor experience. The 
Business Plan is a tool to implement some of the GMP's 
early actions, including partnership and cooperative re-
source development. 
 
Valley Forge NHP wishes to work with volunteers and 
partners to preserve the park, enhance the experiences of 
park visitors, and build a community dedicated to con-
serving the park for the future. Partnerships will be un-
dertaken to support education, sponsor historical and 
scientific research about park resources, restore native 
habitats, rehabilitate historic structures, and create exhib-
its and publications. 
 
 

In the future, the role of our skilled, capable and dedi-
cated park staff, and the way we accomplish our goals, 
will change from current practices. We will move away 
from the traditional model in which NPS employees 
themselves implement all objectives, to a model in which 
NPS employees take on the role of facilitator. In this 
model, park staff members will be enabled to multiply 
their efforts through outreach and take advantage of 
abundant outside resources such as volunteers, partners, 
and grants.  During the GMP process, we repeatedly 
heard from partners, volunteers and the community that 
they want opportunities to participate more actively in 
conserving the park. Organizing the staff to facilitate this 
will create a cadre of stewards at every level.  Through 
participation, we will move from interest to understand-
ing to caring to advocacy.  This could be the single most 
important action in preserving the park for the future. 
 
The Business Plan process enabled us to focus on how to 
use available funding and staff to implement this vision. I 
thank the Student Conservation Association for its sup-
port in making this happen.  

 
 
 
 

 
Michael A. Caldwell 
Superintendent� �
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This Business Plan is designed to identify and document 
gaps between current funding levels and operational 
needs at Valley Forge National Historical Park, the site 
of the 1777- 78 winter encampment of General George 
Washington and the Continental Army.  The plan's 
findings demonstrate an overall shortfall of the re-
sources necessary to fulfill the goals and mission of the 
National Park Service (NPS).  However, by undertaking 
this comprehensive review and planning process, park 
management has developed a solid understanding of 
how to re- allocate resources and prioritize work to in-
crease efficiency and effectiveness.   
 
Valley Forge National Historical Park experienced a 
shortfall of 13% in Fiscal Year 2004 (FY2004).  The park 
required an operational budget of $6.67 million and 
82.4 full- time equivalents (FTEs); however, the actual 
resources available totaled $5.81 million and 74.1 FTEs.  
The greatest shortfalls occurred in Maintenance 
($301,503 and 4.2 FTEs) and Resource Protection 
($277,230 and 3.7 FTEs).  This plan suggests new strate-
gies and partnerships to increase the amount and im-
pact of non- appropriated funding and in- kind services 
the park receives to meet its mission goals. 
 
Protecting the park's resources, developing plans for 
sound management, and providing safety services for 
park visitors and employees will constitute the highest 
operational costs in coming years.  Additionally, man-
agers need to increase staffing in areas such as natural 
resource management, building maintenance, ground 
operations, volunteer management, and law enforce-
ment.  Recent improvements in operations have allevi-
ated the intensity of shortfalls.  For instance, dispatch 
operations have been transferred to nearby Montgom-
ery County, thereby permitting park personnel to ad-
dress other priorities. 

In addition to recurring, everyday operations, Valley 
Forge has over 175 one- time projects awaiting funding.  
Stabilizing historic structures, improving visitor facili-
ties, repairing the park's infrastructure, and restoring 
natural resources are included in the top priorities.  
Successful partnerships with key organizations con-
tinue to provide critical assistance in making these in-
vestments possible. 
 
Partnerships also form the core of many of the strate-
gies to advance the NPS mission.  Expanded partner-
ships will enable Valley Forge to: 
 
�� Reduce the costs of maintaining historic buildings; 
�� Create new facilities for visitors and expand exhibit 

space; 
�� Foster community- based stewardship of park re-

sources; 
�� Offer additional interpretive programming to visi-

tors; 
�� Enhance recreational opportunities by connecting 

the park to regional trail networks; 
�� Increase human resources available for education, 

maintenance, and visitor safety services; 
�� Address traffic congestion in and around the park; 
�� Broaden marketing and public affairs efforts; and 
�� Conduct research related to resource management, 

interpretation, and administration. 
 
With a solid understanding of future challenges, a firm 
commitment to stewardship, and a productive ap-
proach to partnerships, Valley Forge National Histori-
cal Park will remain an icon of our nation's heritage and 
resolve.�� 

Investment Priorities 
 

Expand Visitor Services at  
Washington’s Headquarters 

$6,750,000 
 

Rehabilitate Historic Structures 
$12,065,000 

 
Renovate Administration Building  

Roof and Utilities 
$578,000 

 
Modernize Interpretive Media and Equipment 

$504,000 
 

Improve Park Trails 
$284,000 

 
Link Valley Forge to Regional Trail Network 

$1,045,000 
 

Install Fire and Intrusion Systems in  
Park Buildings 

$480,000 
 

Rehabilitate the Ecosystems of  
Forests and Meadows 

$7,500,000 
 

Relocate Maintenance Complex and  
Ranger Station 
$6,100,000 

 
Evaluate and Address Transportation Problems 

$170,000 
 
Improve Safety and Efficiency of Utilities Systems 

$97,000 
 

Prepare Congressionally Mandated Deer  
Management Plan and EIS 

$350,000 
 

Provide Interpretive Media and Facilities  
at Muhlenberg’s Brigade 

$413,000 

Executive Summary 
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One of the most famous episodes of the American Revo-
lution, the encampment of the Continental Army at Val-
ley Forge during the winter of 1777- 78, redefined the War 
for Independence.  Many depictions of the encampment 
include visions of anonymous soldiers struggling against 
furious blizzards with nothing but rags for protection 
from freezing temperatures.  Certainly, hardship did oc-
cur at Valley Forge, but the experience could best be de-
scribed as "suffering as usual."  The reason many Ameri-
cans picture Valley Forge as the pinnacle of misery is that 
this early, romanticized portrayal of the encampment be-
came an important parable of American perseverance. 
�

Today, we commemorate the winter encampment as a 
way to reflect upon the sacrifices made and to celebrate 
the spirit of patriotism forged by the Continental troops.  
The first formal efforts to protect Valley Forge began in 
the nineteenth century.  In December 1877, a date that 
marked the centennial of the arrival of Washington's 
Army, thirteen citizens convened to preserve Washing-
ton's Headquarters – a gesture that commenced the tra-
dition of citizen stewardship of Valley Forge.  Rising in-
terest in the area's historic and scenic features fostered 
the establishment of Valley Forge State Park in 1893.  
Visitation steadily increased through the 20th century, 
and as the demand to use Valley Forge as a recreational 
area grew with the burgeoning suburban population, 
many citizens lobbied for federal protection of park re-
sources.  On July 4, 1976, the nation's bicentennial, Valley 
Forge was transferred to the National Park Service. 

The story of the Valley Forge winter 
is fundamental to our understand-
ing of the American Revolution. 

Citizens commemorate the encamp-
ment through reenactment. 

The Significance of Valley Forge 
Valley Forge National Historical Park is nationally sig-
nificant as the location of the 1777- 78 winter encamp-
ment of the Continental Army under General George 
Washington. Valley Forge represents the spirit of patri-
otism and independence as well as individual and col-
lective sacrifice, and demonstrates the resolve, tenacity 
and determination of the people of the United States to 
be free. The historic landscapes, structures, objects, and 
archeological and natural resources at Valley Forge are 
tangible links to one of the most defining events in our 
nation's history. Here the Continental Army under 
Washington's leadership emerged as a cohesive and 
disciplined fighting force. The Valley Forge experience 
is fundamental to both American history and American 
myth, and remains a source of inspiration for Ameri-
cans and the world.�

Mission Statement 
The purpose of Valley Forge National Historical Park 
is to educate the American people about one of the 
most defining events in our nation's history and to 
preserve the natural and cultural resources that com-
memorate the encampment of the Continental Army at 
Valley Forge in 1777- 78. 

The Park at a Glance 

Park Overview 
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Park Inventory 
3,452 acres of land 
14.8 miles of boundary 
12 encampment- era buildings 
62 post- encampment- era historic  
 buildings 
43 monuments and memorials 
5,500 library volumes 
361,061 artifacts in the museum  
 collections 
1.05 miles of original earthworks 
4 earthen forts 
1,328 acres of forest 
914 acres of tall- grass meadow 
71 acres of wetlands 
5 known caves 
1 "Exceptional- Value Class A Native 
 Trout Stream" 
1 "State- Scenic River" 
13 additional streams 
216 bird species 
30 mammal species 
35 fish species 
29 herpetofaunal species 
1,016 plant species 
28 state- listed rare, threatened, or 
 endangered species 
5 "State Champion" trees 
27 miles of trail 
3 picnic areas 
1 Welcome Center 
2 park- managed tour roads 
9 state-  and local- managed public 
 roads The encampment is also commemorated through the preserva-

tion of historic and natural resources, such as the Grand Parade, 
on which the troops trained. 

Valley Forge National Historical Park encompasses 
3,452 acres 18 miles northwest of center city Phila-
delphia.  Within the park boundaries are many sig-
nificant cultural resources, including cultural land-
scapes, historic buildings and structures, archeo-
logical sites, and archives and collections.  Further-
more, as suburban development around Valley 
Forge continues, the park gains increasing value as a 
refuge for numerous plants and animals.  Support-
ing over 1,000 species of wildlife, habitats within the 
park include oak/tulip forests, tall grass meadows, 
wetlands, and riparian buffers. 
 
The National Park Service continues to foster part-
nerships with the park's many stakeholders.  
Friends of the park, volunteers, non- profit organi-
zations, corporations, and other government agen-
cies all contribute to the mission of Valley Forge by 
expanding the park's interpretive message and en-
hancing cultural and natural resources.  These part-
nerships provide unprecedented opportunities for 
extensive visitor education, enhanced visitor ser-
vices, and stewardship of historic buildings. 

Enabling Legislation 
President Gerald Ford established Valley Forge Na-
tional Historical Park on July 4, 1976.  The National 
Park Service assumed control of the park in 1977 with 
a mandate to "educate and inform present and future 
generations about the sacrifices and achievements of 
General George Washington and the Continental 
Army at Valley Forge, and the people, events, and 
legacy of the American Revolution, through the pres-
ervation of the cultural and natural resources that 
embody and commemorate the Valley Forge experi-
ence and the American Revolution, and provision of 
opportunities for enhanced understanding." 
�

�
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Park Map 
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Park management hopes to  
increase the park’s revenue  
generation capability. 

Source Revenue
Washington's  Headquarters  F ees 80,000$       
General Donations 73,500$       
E ncampment S tore Donations 80,000$       
Kennedy S upplee Lease 64,865$       
P ost Office Lease 57,600$       
Total 355,965$     

2004 REVENUE

�

�

Historical Expenditures by Fund Source
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Funding History 

Fund Source Analysis 

Funding for Valley Forge comes primarily from four 
sources.  Appropriated base funding, set by Congress 
for the NPS as a whole, funds permanent staff and re-
curring operating expenses.  Appropriated non- base 
funding supports projects and is awarded on a com-
petitive basis.  Reimbursable funds come from col-
laborating federal agencies for which the park provides 
services.  Visitor fees and donations generate revenue 
funds.  Annual expenditures for the park grew from 
$4.51 million in FY1996 to $7.22 million in FY2004.  
When adjusted for inflation, this translates into a com-
pound annual growth rate of 3.9%.  Since non- base, 
reimbursable, and revenue funds can be used across 
multiple years, fluctuations in annual expenditures can 
be attributed to the accumulation of these funds for 
specific projects.   
  
Appropriated Base Funds 
Appropriated base expenditures increased at an annual 
rate of 4.5% from FY1996 to FY2002, and then de-
creased at a rate of 2.2% from FY2002 to FY2004.  As 
the park has had to rely on revenue and project funds to 
meet its obligations, expenditures from the appropri-
ated base budget have declined as a percentage of total 
funds. 
 
Appropriated Non- base Funds 
Since FY1996, the percentage of expenditures from this 
source has grown at an annual compound rate of 21.5%.  
Where project expenditures represented 6.0% or 
$268,231 in FY1996, by FY2004 expenditures of this 
fund source grew to $1.55 million, or 21.5% of total park 
expenditures. The growth of this fund can be attributed 
to the park's increased success in competing for project 
funding and in the increased cost to rehabilitate the 
park's structures and infrastructure.  

Reimbursable Funds 
Reimbursable funds include fire and law enforcement 
details for staff, court fees, sharing of exhibits, and 
housing payments.  Reimbursable expenditures have 
declined at an annual rate of 0.9% since FY1996.  Ex-
penditures from this source tend to fluctuate depending 
on how many staff and seasonal employees utilize park 
housing during the year and the number of repairs 
made to living quarters using these funds. 
 
Revenue 
Revenue is generated through fees at Washington's 
Headquarters, donations, and leasing.  The fluctuation 
in expenditures against revenue funds is primarily due 
to accumulation of funds for specific projects.  With a 
focus on identifying alternative funding sources and the 
implementation of additional operational partnerships, 
park managers hope to increase the park’s ability to 
generate revenue. 

�

�
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Appropriated Base Budget History
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FY Allocation Amount Total�
1999  Initial $ 356,000 $ 356,000 
2001 Additional $ 93,000 $ 449,000 
�2003  Additional $ 52,000 $ 501,000 
�2004  Additional $ 473,000 $ 974,000 
��

�

Archeology Program Allocations�

�

�

Adjusted Base Budget 

Appropriated base funds should cover permanent labor 
costs and annually recurring non- labor expenses.  The 
park's appropriated base budget has grown from $2.93 
million in FY1985 to $6.23 million in FY2004.  Since 1999, 
the base budget has also included the following alloca-
tions for the Northeast Region Archeology Program lo-
cated in, but not managed by, the park:  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

When this archeology funding is not considered, Valley 
Forge's actual appropriated base budget in FY2004 was 
$5.25 million.  After adjusting for inflation the base budget 
has decreased 11.5% since 1985.  This equates to an annual 
compound growth rate of - 0.54%.�
�

The park received a base- budget increase of $148,000 in 
FY2005 targeted toward visitor services.  In addition, the 
park has submitted requests for FY2007 in the amount of 
$365,000 to provide for a parkwide Volunteer Program 
Coordinator, a shared Law Enforcement Specialist, a Law 
Enforcement Ranger, a Trails Maintenance Worker, and a 
Buildings Maintenance Worker.   
 
In light of the need to maximize the park's impact per 
taxpayer dollar, park management has set out to minimize 
the need for future base budget increases.  The park will 
meet this goal by:  
 

1. Building partnerships that leverage additional re-
sources toward fulfilling the park's mission;  
2. Streamlining park operations and increasing inter-
nal efficiency; 
3. Seeking new opportunities to generate revenue. 
 
These strategies are discussed in detail in the “Priorities & 
Strategies” section of the Business Plan (page 30).��

Park management has set 
out to minimize the need for 
future base budget increases. 

Red lines depict the park’s Appropriated 
Base budget without funding for the 
Northeast Region Archeology Program. 

Budget 



�

Valley Forge Business Plan    |  9 

Analysis of Real Growth 

Within a given fiscal year (FY), the full time equivalent 
(FTE) is based on an average of 2,080 work hours rather 
than on the actual number of employees.  For example, 
two employees who work 1,040 hours per year are equal 
to 1.0 FTEs. Since FY1996, the average labor cost per 
FTE for base funded positions has increased by 51.5%, 
from $42,709 per FTE in FY1996 to $64,704 in FY2004.  
There are several reasons for this increase in costs per 
FTE, over which the park has no control:   
 
�� Federal pay increases mandated by Congress;  
�� Mandated professionalization of certain job series 

within the government, resulting in grade increases 
for Law Enforcement Rangers; 

�� Within- grade pay increases based on length of 
service and performance.  As of July 2005, over 86% 
of the park’s full- time staff have government tenure 
of more than 10 years; 

�� Higher cost for retirement benefits under the 
newer Federal Employees Retirement System 
(FERS).  For employees hired into the government 
after 1984, under FERS, the park’s share of benefits 
averages 35% of base salary, as opposed to an aver-
age of 15% under the Civil Service Retirement Sys-
tem (CSRS).  As older government employees retire 
and are replaced by new hires, the park’s total labor 
costs rise.  As of July 2005, 53% of park employees 
received FERS benefits and 33% received CSRS 
benefits.  The remaining 14% are law enforcement 
officers covered under the 6C retirement and bene-
fits package.  

 

After allowing for inflation adjustments, personnel 
costs increased by an average of $13,257 per FTE be-
tween FY1996 and FY2004.  Unfortunately, these in-
creases are not necessarily accompanied by propor-
tional base funding increases, so the park has adopted 
the policy of evaluating all programs before filling va-
cant positions.  Through position and program man-
agement, the park has reduced their base funded FTE 
by 8.1 and non- labor costs by $231,164 since FY1996.  
For example, in FY2004 the park: 
 
�� Implemented a park- wide reorganization; 
�� Reduced the number of acres of grass mowed; 
�� Eliminated the horse patrol program (under-

utilized and no longer necessary);�
�� Implemented resource sharing in dispatch, pro-

curement, human resources, and information tech-
nology.�

The park evaluates all programs 
before filling vacant positions. 

Rising costs have resulted in fewer staff.�
�

FTE Average Total Average Total Average Total Average Total
FY1995 Staff 79.1

Salary $34,997 $2,768,261 $42,157 $3,334,616 $50,336 $3,571,315 $8,179 $236,699
Benefits $7,712 $610,028 $9,290 $734,833 $14,368 $1,019,440 $5,079 $284,607

Subtotal $42,709 $3,378,289 $51,447 $4,069,449 $64,704 $4,590,756 $13,257 $521,306

New Staff (8.1)
Salary $50,336 ($410,236) $50,336 ($410,236)

Benefits $14,368 ($117,103) $14,368 ($117,103)
Subtotal $64,704 ($527,338) $64,704 ($527,338)

Total Labor 71.0 $3,378,289 $4,069,449 $4,063,417 ($6,032)

Non-Labor $579,068 $697,539 $466,375 ($231,164)

Total $3,957,357 $4,766,988 $4,529,792 ($237,196)
Figures are subject to rounding errors

Operational Costs: Appropriated Base Funding
FY 1996 

Actual Costs
FY 1996 

Inflation Adjusted
FY 2004 

Actual Costs
Net Cost 
Increase



�

10  |    Valley Forge Business Plan 

Management's goal is to reduce 
labor costs to 80% of the total 
appropriated base budget. 

Fixed Cost Analysis 

Personnel and benefits costs accounted for 90.8% of base 
budget expenditures in FY2004, an increase from 85.4% 
of base in FY1996.  This increase in labor costs restricts 
the park's flexibility to make operational spending deci-
sions and creates a higher reliance on non- base funding 
to perform basic operations.  Since FY1996, total costs 
have increased 2.8% annually, while full time personnel 
costs have increased 3.4% and benefits have increased 
5.9% annually.   
 
As discussed under the “Analysis of Real Growth” section 
on the previous page, labor is the park's primary cost cen-
ter, and the major drivers of labor costs are the high levels 
of experienced staff, unfunded wage mandates, and in-
creased benefits costs. 
 
 

The remaining 9.2% of the park's FY2004 base expendi-
tures were applied to non- labor costs.  This leaves little 
flexibility for the park to pay for utility bills, maintenance 
supplies, and office materials.  The park attempted to 
meet priority obligations by reducing base- funded ex-
penditures in areas such as “Other Services,” including 
training, printing, and reproduction, from $268,000 in 
FY2002 to $48,000 in FY2004. 
 
Management's goal is to reduce labor costs to 80% of the 
total appropriated base budget.  The park can move to-
ward this goal by using Core Operations Analysis to iden-
tify opportunities for savings in its base budget (see page 
42).  The park also can expand the use of volunteers and 
seasonal labor, and continue to partner with organiza-
tions to bring interns to fulfill needed roles in resource 
management and service delivery.   

Appropriated Base Expenditures by Category
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Analysis of Expenditures 

The park's total expenditures from all fund sources 
were $7.22 million in FY2004, an annual increase of 
5.4% since FY1996.  Of these expenditures, 27.2% were 
from sources other than appropriated base such as pro-
ject funds, fees, donations, and leasing.  Personnel and 
Benefits costs amounted to $5.09 million in FY2004, 
equating to 70.5% of total park expenditures.   
 
Spending on Other Services was $1.45 million in 
FY2004, a full 20% of expenditures, and has grown at 
an annual rate of 19.4% since FY1996.  The primary 
drivers of costs in this area were contracts related to 
collections and archives, planning documents, upkeep 
of trails, historic structure maintenance, and the clean-
up of hazardous materials.  For example, in FY2004 
$112,000 was spent to replace bridges on the Schuylkill 
River Trail.  

As the park's personnel and contracted services costs 
demand an increasing share of total funds, the park has 
less to spend on other areas.  Utilities costs were 3.8% of 
total expenditures in FY2004, growing 1.1% annually 
since FY1996.  Spikes in equipment expenditures in 
FY1998 and FY2001 were primarily for vehicles, furni-
ture, and information technology purchases.  Spending 
on all other budget categories was 5.6% of expenditures 
in FY2004, down from 8.2% in FY1996.��

Personnel and Benefits represent 
over 70% of the park’s total 
budget. 

Historical Expenditures by Category
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Visitation 

Valley Forge NHP Visitation

0

50,000

100,000

150,000

200,000

250,000

19
90

19
92

19
94

19
96

19
98

20
00

20
02

20
04

Welcome Center

Washington's HQ

Valley Forge received 1.09 million visitors in 2004.  Of 
these visitors, 68,600 visited Washington’s Headquarters.  
As is the case at many historic sites in America, the num-
ber of people who visit the park for cultural reasons 
slowly declined over the past decade.  While this trend 
can be seen in the graph of annual visitation to Washing-
ton’s Headquarters over the past 10 years, the trend ap-
pears to be changing, as visitor numbers for the first six 
months of 2005 were up 29.3% over the same time period 
in 2004.   
 
Counting visitors accurately at Valley Forge is challenging 
as the park does not operate as a “gated” attraction with 
controlled entrances.  The park has multiple entrances, 
parking lots and use areas, and many public roads pass 
through park lands.  The patterns of visitor use have 
changed over time, and the official counting methodol-
ogy -  developed 14 year ago -  does not account for these 
new patterns.  Park managers intend to revise the visitor 
counting method in the next two years. 
 
 
 
 

A high proportion of visitors, perhaps as high as 75%, 
come primarily to walk, bike, run, or picnic.  The current 
visitor count method relies on a multiplier of the visitors 
counted at the Welcome Center.  The Welcome Center is 
only open from 9 am to 6 pm on a typical summer day, 
while recreational use in the park typically spans from 
6am to 10pm.  
 
The park also hosts a high level of frequent visitation – 
an unusual pattern for most national parks.  According to 
a 2001 visitor survey, 66% of park users come once a 
month or more, 30% come more than a few times a week, 
53% of visitors are from Pennsylvania, and the most 
popular activities in the park are hiking/jogging (65%) and 
visiting historic structures (60%).  Most programming at 
Valley Forge has been aimed at the historical visitor.  In 
FY2005 the park began to focus on interpretive services 
for recreational users. 
 
To understand the characteristics and opinions of all Val-
ley Forge visitors, the park plans to conduct a visitor sur-
vey.  With the results of this survey, park management will 
seek to bring Valley Forge’s message to all of the varied 
visitors of the park.��

Park rangers on bicycles direct visitors. 

Achieving better understanding 
of visitor use patterns is a man-
agement priority. 
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Current Park Operations 

This Business Plan differentiates between two types of 
expenditures: Operations & Maintenance and Invest-
ments.   
 
Operations & Maintenance requirements are those 
funds needed to carry out everyday operations at a park 
unit.  Some examples include annual payroll costs, jani-
torial operations, and managing a telecommunications 
network.   
 
Investments are significant one- time costs that parks 
incur in order to fix current problems or provide for 
future park development.  Investments may include 
projects such as developing a resource inventory neces-
sary to establish a credible baseline before beginning a 
monitoring program, as well as constructing a new 
building.   
 
This section of the plan focuses on the Operations & 
Maintenance activities of the park.   In order to describe 
park operations for this Business Plan, park activities 
were divided into five functional areas for which the 
park is responsible.  These areas are: 
 
�� Resource Protection�
�� Visitor Experience & Enjoyment�
�� Facility Operations�
�� Maintenance�
�� Management & Administration�
 
These are further broken down into 33 programs that 
more precisely describe park operations.  Programs are 
general in order to cover a broad suite of activities that 
should be occurring in the park. 
 
The next component of the business planning process is 
the completion of a detail sheet for each program.  
These forms describe the day- to- day activities occur-

ring in the park and the totality of financial need associ-
ated with them.  
 
Statements of work are developed to describe the suite 
of activities encompassed by the program.  Then, op-
erational standards are generated to describe the duties 
and responsibilities required to meet the critical func-
tions of the program as stated in the statement of work.  
These standards are then used to determine the total 
financial resources required to perform the standard 
tasks of the program.  The final step is to compare cur-
rent park activities to the operational standards to 
identify the gaps between required and available re-
sources.   
 
The following pages discuss each of the functional areas 
in detail.�

Resource Protection 
Encompasses all activities related to the 
management, preservation and protec-
tion of the park's cultural and natural 
resources.  Activities include research, 
restoration efforts, eco- system and spe-
cific management programs, archives and 
collections management, historic site 
protection, and information integration 
activities. 
�

Visitor Experience & Enjoyment 
Includes all activities directly related to 
providing visitors with a safe and educa-
tional experience while at the park.  It 
includes all interpretation, visitor center 
management, interpretive media, fee col-
lection, and visitor safety services. 
�

Facility Operations 
Includes all activities required to manage 
and operate the park's infrastructure on a 
daily basis.  Buildings, roads, trails and 
utilities require a range of operational 
activities from basic sanitation to snow 
plowing to water testing. 
�

Maintenance 
Includes activities directed solely to pro-
longing the life of park assets and  infra-
structure through substantial repair, re-
placement or  rehabilitation of park as-
sets, such as buildings, roads, trails, utili-
ties, fleet vehicles, and equipment. 
�

Management & Administration 
Encompasses all parkwide management 
and administrative support activities.  It 
includes all park communications and 
external affairs activities, park- level 
planning, human resource management, 
information technology, park leadership, 
and financial management. 



�

14  |    Valley Forge Business Plan 

Resource Protection 

Resource Protection
FY04 Expenditures by Program

51%

30%

8%

11%
Cultural Resource
Management

Natural Resource
Management

Information Integration
& Analysis

Resources
Management &
Administration

Valley Forge National Historical Park is celebrated for its�
cultural and natural resources alike.  The park not only 
protects the site of the Continental Army's winter en-
campment of 1777- 78, but over 1,000 species of flora and 
fauna.��Historic homesteads and earthen fortifications 
line expanses of tall- grass meadows and deciduous for-
ests.  Moreover, Valley Forge is rich in archeological re-
sources that provide clues about the 10,000 years of hu-
man activity in the area. 
 
In FY2004, the park spent $731,461 (or 12.6% of total ex-
penditures) on Resource Protection operations.  Cultural 
Resource Management and Natural Resource Manage-
ment constituted most of�this spending at $369,032 and 
$220,293, respectively.  The remaining funds were used 
for activities related to Information Integration & Analy-
sis, at $62,110, as well as Resource Management & Ad-
ministration, at $80,026.���
�

Valley Forge utilized 8.6 FTEs to carry out Resource Pro-
tection duties in FY2004.  It is important to note that this 
time period was characterized by a relatively high number 
of personnel vacancies, leaving the park understaffed in 
managing its natural and cultural resources.  In order to 
fulfill all mandated responsibilities, Valley Forge National 
Historical Park requires a total of 12.3 FTEs in this func-
tional area.  In total, the shortfall for Resource Protection 
is approximately $277,000. 
 
Cultural Resource Management 
Over 70 buildings, 40 monuments, 30 reproduction huts, 
5,500 library volumes, and 361,000 museum objects help 
chronicle and preserve the story of Valley Forge.  Opera-
tions of the Cultural Resource Management program in-
clude cataloging and accessioning collections, as well as 
conducting research, patrol, and preservation of historic 
landscapes and structures.  Park staff constantly improve 
the display, access, security, and preservation of resources 

that vary from Washington's Headquarters to an anony-
mous soldier's pewter uniform button. 
 
In FY2004, 4.5 FTEs were available for Cultural Resource 
Management.  An additional 1.3 FTEs are needed, primar-
ily to assist with the monitoring and stabilization of his-
toric structures.  The park’s expansive system of original 
earthen fortifications and scores of historic buildings re-
quire annual inspections for adequate preservation; how-
ever, current staffing levels prevent such protection.  In 
sum, the unmet needs of this program represent a short-
fall of $101,077. �

FTE Funds FTE Funds FTE Funds
12.3 $1,008,691 8.6 $731,461 3.7 $277,230

Total Required Available Shortfall

The park’s significant collection of 
historic artifacts and archives re-
ceives the best professional care. 

The park strives to preserve historic 
buildings in excellent condition, such as 
the David Potts House. 
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Natural Resource Management 
As the area surrounding Valley Forge becomes more 
developed, the 3,452 acres of protected parkland gain 
value for southeastern Pennsylvania and the nation.  
Currently, the work of the Natural Resource Manage-
ment program area at Valley Forge includes inventory-
ing and monitoring resources as well as ensuring that 
uses of resources are compliant with regulations and 
policies.  Furthermore, park personnel are stepping up 
efforts to protect the park from invasive plants and ani-
mals that jeopardize the habitats of native species. 
 
Recently, understaffing has hampered the operations of 
Natural Resource Management.  An additional 1.7 FTEs 
are necessary to complete work required for safety, 
program effectiveness, and compliance with mandates.  
With non- labor costs included, this program's opera-
tions face a deficit of $100,592. 

Information Integration & Analysis 
Geographic Information Systems (GIS) and other data 
management programs administer geospatial data for 
the park and provide technical assistance to all areas of 
park management.  In FY2004, one term employee co-
ordinated all Information Integration & Analysis re-
sponsibilities.  Conversion of this position to permanent 
full- time status would assist Valley Forge in meeting all 
required operational standards for this program.  Such a 
conversion would cost the park approximately $18,000.��

Working with Citizens to            
Protect Resources 

�

Managing the diverse resources of 
Valley Forge for the enjoyment of 
current and future generations is no 
easy task, and park managers actively 
seek ways to foster and promote 
community- based stewardship.  Re-
cently, a number of citizen advocates 
joined forces to ensure that the 60-
acre Waggonseller farmstead remains 
protected from development.  Al-
though it had been included within 
the park's congressionally authorized 
boundary, the property had never 
been available for purchase by the 
federal government.  The citizens' 
campaign of phone calls and letters 
to lawmakers proved to be vital in 
preserving the land, which has been 
recognized for its historical signifi-
cance and recreational potential.  
Valley Forge managers continue to 
work with local organizations to 
provide new opportunities for re-
source management and interpreta-
tion on this notable acquisition.�

Valley Creek, a designated “Exceptional Value Class-A trout stream,” 
is the subject of extensive partnership activity for its restoration and 
management. 

Citizen action protected the lands and 
buildings of the Waggonseller farm. 
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Visitor Experience and Enjoyment 

Over one million visitors visit Valley Forge National His-
torical Park each year.  While some visitors journey from all 
corners of the country to learn more about the Continental 
Army's encampment of 1777- 78, many more frequent the 
park from nearby communities simply to explore the park’s 
trails and to maintain a healthy lifestyle.  Rangers at Valley 
Forge aim to provide a safe and enjoyable experience for all 
visitors. 
 
About $1.5 million – 26% of the park's total expenditures – 
went toward operations in the Visitor Experience & En-
joyment (VEE) functional area in FY2004.  At Valley Forge, 
VEE includes seven programs: Education, Fee Collection, 
Interpretation, VEE Management & Administration, Visi-
tor Center Operations, Visitor Safety Services, and Visitor 
Use Services.  Although the park needs an additional 
$85,517 to carry out VEE activities safely and effectively, an 
analysis of these programs shows that only some have ex-
perienced a shortfall of financial and personnel resources. 
 
Welcome Center Operations 
While several areas of the park are staffed with park rang-
ers and volunteers, the park operates one "Welcome Cen-
ter" that serves as the formal, first stop for those wishing to 
learn more about the history of Valley Forge.  Park inter-
preters and representatives from the Valley Forge Conven-
tion and Visitors Bureau help guests obtain information 
about the park and the surrounding area.  Also within the 
facility are exhibits and the “Encampment Store,” operated 
by a cooperating association. 
 
The park utilized 3.2 FTEs and $196,387 to operate the 
Welcome Center in FY2004.  With adjustments in staffing, 
the park could be expected to achieve a surplus of about 
$26,000 in labor and non- labor costs in this program area 
and would require only 2.9 FTEs.��

FTE Funds FTE Funds FTE Funds
23.7 $1,592,785 23.2 $1,507,268 0.5 $85,517

Total Required Available ShortfallWelcome Center rangers direct guests 
in their exploration of the park. 

Visitor Experience & Enjoyment
FY04 Expenditures by Program

26%
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34%

2% 3%
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2% Education
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Welcome Center
Operations
Visitor Safety Services

Visitor Use Services
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�

A New Way to Experience            
Valley Forge 

 
In FY2004, a partnership between 
Valley Forge National Historical 
Park and the American Revolution 
Center (ARC) made it possible for 
interpreters to guide visitors along 
the park’s Encampment Tour. At the 
Welcome Center, visitors purchase 
tickets to board a twenty- seat mini-
bus accompanied by a ranger or vol-
unteer.  The price of the ticket in-
cludes the entrance fee for Washing-
ton's Headquarters – one of the stops 
on the tour.  Park managers are 
working with the cooperating asso-
ciation to expand this popular ser-
vice. 

Visitors tour Valley Forge on a mini-bus 
with park interpreters. 

Rangers must be prepared to respond to incidents 
caused by the nine million motorists driving through 
the park each year. 

Visitor Safety  
Approximately 34% of all Visitor Experience & Enjoyment 
spending in FY2004 ($526,128) went toward Visitor Safety 
Services.  Park rangers trained in law enforcement provide 
protection to the public every day of the year.  In addition 
to serving traditional visitors, they face many challenges; 
rangers must be prepared to respond to incidents caused 
by the over nine million motorists who drive through the 
park each year.  In FY2004, personnel responded to ap-
proximately 200 medical emergencies and conducted four 
search and rescue operations. 
 
Several vacant ranger positions were unable to be filled in 
FY2004.  The park requires a total of 9.3 FTEs for Visitor 
Safety Services, and currently, only 7.8 FTEs are available.  
This represents a total deficit of approximately $132,000. 
 
�

Interpretation & Education 
Guided walks, costumed interpreters, school programs, 
and special commemorative events comprise the inter-
pretive and educational services provided to the public by 
Valley Forge. 
 
Interpretation and Education operations required 5.2 and 
0.8 FTEs, respectively.  Not included in these figures are 
the contributions of park volunteers; without their ef-
forts, significant sites would be un- staffed.  An additional 
0.5 FTEs are needed to ensure core interpretive areas are 
appropriately staffed during periods of high visitations.  
Additionally, 0.2 FTEs are required to facilitate the effec-
tive planning, scheduling, and delivery of educational 
programming.�

Volunteers lead many programs, such as this bird walk. 
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Facility Operations 

The Facility Operations functional area encompasses all 
day- to- day activities required to ensure smooth opera-
tion of Valley Forge National Historical Park.  These ac-
tivities include operation of the Welcome Center, Ad-
ministration and Education complexes, historic and non-
historic buildings, comfort stations, picnic areas, trails, 
and roadways.  Examples of these activities include mow-
ing, removing solid waste, clearing debris from roads and 
trails, managing the vehicle and equipment fleets and fuel 
supplies, painting building interiors, clearing snow, and 
performing regular inspections of all electrical, HVAC, 
and plumbing systems within the park.   
 
During FY2004, $1,161,181 (20% of available park funds) 
and 15.0 FTEs were used to support the programs within 
Facility Operations.  The necessary funding to carry out 
these activities at mandated standards, however, is 
$1,214,603.  This results in a funding shortfall of $53,422 
for the functional area. �
�

Facility Operations contains eight program areas as listed 
in the legend to the right.  Grounds, Janitorial, and Utili-
ties Operations accounted for 72% of total Facility Op-
erations spending in FY2004.  �
�

Grounds Operations 
The Grounds Operations program involves maintenance 
of the landscape infrastructure to preserve park resources 
and provide a safe environment for visitors to explore.  
Mowing over 200 acres of grasslands on a tri- weekly ba-
sis, cleaning drainage structures, managing multiple haz-
ards (trees, vegetation, insects, and pests), bracing historic 
trees, and maintaining picnic and other high visitor- use 
areas consumes the bulk of grounds crew time. In 
FY2004, $282,008 (24% of total Facility Operations ex-
penditures) and 4.8 FTEs were allocated to Grounds Op-
erations, but this falls short of the 6.0 FTEs necessary to 
maintain park grounds in accordance with standards.  An 

additional $54,439 is needed to mitigate this labor short-
age.  The requisite labor includes a Tree  Worker / Equip-
ment Operator as well as one seasonal Maintenance 
Worker and one seasonal Laborer who will assist the Tree 
Worker in removing hazardous and encroaching tree 
limbs and vegetation, thereby protecting visitors to the 
park.  A concurrent $24,000 investment will likely be 
needed to purchase additional tree and safety equipment, 
not including tools overdue for replacement.  �

Over 200 acres are mowed to provide 
recreational space, settings for historic 
sites, and roadway visibility. 

FTE Funds FTE Funds FTE Funds
15.9 $1,214,603 15.0 $1,161,181 0.9 $53,422

Total Required Available Shortfall

Storm-damaged trees require prompt 
service to maintain a safe park. 

Facility Operations
FY04 Expenditures by Program
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Replacing signs is an important task in providing for 
visitor safety. 

Finding Ways to Conserve 
 
The Utilities Operations program 
involves the monitoring of and pay-
ing bills from services rendered by 
water, sewer, electrical, and HVAC 
systems within the park.   
 
Approximately 90% of the $314,456 
allocated to this program area went 
toward paying the utilities cost, and 
the remainder went toward supplies, 
materials, and labor costs of the 
Plumber, Electrician, and HVAC 
Mechanic who currently service park 
utility systems.   
 
In November 2004, the heating sub-
sidy for tenants was eliminated from 
the park’s housing program. As a re-
sult, Valley Forge realized a reduc-
tion in annual heating costs of ap-
proximately $40,000.  Park managers 
continue to explore ways of reducing 
utility costs. 

The park plumber is available to ser-
vice aging park systems 365 days a 
year. Active public use of the park means that 

there are nearly 100 trash and recycling 
cans to empty in the park. 

Janitorial Operations 
The park custodial staff is responsible for the sanitation 
and care of 17 facilities that require weekly, if not daily, 
janitorial service.  These facilities include both public-
use and administrative buildings, as well as some his-
toric structures which require more delicate care.  In 
addition to the larger park buildings, comfort stations 
must be sanitized and properly stocked for the thou-
sands of visitors who use the park each day.  Janitors are 
also tasked with picking up litter and emptying the 
nearly 100 trash and recycling canisters located 
throughout the park.  The staff also regularly sets up 
tables, chairs, and audio/visual equipment for public 
and private events.  
 
In FY2004, $228,566 (20% of total Facility Operations 
expenditures) and 4.3 FTEs were allocated to this pro-
gram area, but only 3.4 FTEs were available for work, as 
one of the custodians was forced to take extended 
medical leave.  Thus, without filling this vacant position, 
the park experiences a labor shortage of approximately 
1.0 FTE.  This shortfall directly affects the visitor ex-
perience due to less clean and well- stocked comfort 
stations as well as generally less presentable interpreta-
tive exhibits, kiosks, and public spaces. 

Roads Operations 
The Road Operations program includes the manage-
ment of over 40 miles of paved and unpaved roads, road 
shoulders, and 15 parking lots at Valley Forge.  Typical 
activities include the clean up of debris from roadsides, 
snow removal, tree and brush work to maintain the 
roadway corridor, sign maintenance, and asphalt 
patching and striping. 
 
In FY2004, $74,901 (6% of total Facility Operations ex-
penditures) and 0.9 FTEs were allocated to this pro-
gram area, but this amount falls short of the $97,000 
and 1.3 FTEs necessary to meet identified standards.  
The additional funding would be used to acquire a Tree 
Worker / Equipment Operator, as well as a Mainte-
nance Worker and a Laborer, who would work to open 
roadway corridors through pruning trees and clearing 
vegetation.  In addition to corridor work, the crew will 
maintain obstruction- free signage by removing vegeta-
tion overgrowth and low- hanging limbs��
�

�
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The Maintenance functional area encompasses all activi-
ties to prolong the life of park assets such as roads, build-
ings, trails, utility systems, equipment, and vehicles.  
While non- improvement activities take place at the dis-
cretion of Facility Operations, cyclical asset- improving 
activities such as preventative maintenance occur within 
the purview of the Maintenance functional area.  Non-
cyclical, “one- time," asset- improving projects were cate-
gorized in this plan as Investments and were not allocated 
to either the Facility Operations or the Maintenance 
functional area.�
�

In FY2004, $621,501 (11% of the park's total available 
funds) and 9.0 FTEs were utilized for Maintenance ac-
tivities, with the program areas of Buildings Maintenance, 
Transportation Systems and Fleet Maintenance, and 
Utilities Maintenance accounting for 78% of the total 
spending.  However, the funding necessary to carry out all 
mandated standards is $923,004, resulting in a shortfall of 
$301,503 and 4.2 FTEs.  This additional funding would 
overcome the Maintenance resource gap and ensure the 
park’s ability to maintain park assets after costly rehabili-
tation and reconstruction projects. 
 
The six program areas found within the Maintenance 
Functional Area are listed in the legend to the right.  
When analyzing mandated standards, Buildings Mainte-
nance, Trails Maintenance, and Maintenance Manage-
ment and Administration accounted for 88% of the fund-
ing deficiencies. 

Buildings Maintenance 
The Buildings Maintenance program area involves the 
recurring maintenance and repairs necessary to prolong 
the life of 143 park structures (including 76 historic) at the 
park.  All roofing, exterior painting, re- pointing, and 
structural work done on administrative, quarters, comfort 
stations, public- use, and historic buildings is allocated to 
this program area.  As a result of not performing cyclical 
maintenance, many buildings have become structurally 
unsound and require major investment funding to pro-
vide needed rehabilitation.  
�

Maintenance
FY04 Expenditures by Program
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FTE Funds FTE Funds FTE Funds
13.2 $923,004 9.0 $621,501 4.2 $301,503

Total Required Available Shortfall

The park’s popular trail system needs 
regular maintenance.  Much of the 
work is provided by volunteers, such 
as this Americorps crew. 

Maintenance 
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New maintenance management systems 
help to integrate current needs with priori-
ties and budgeting. 
�

Re-roofing historic structures is an essential step toward their 
stabilization. 

In FY2004, $223,759 (37% of total Maintenance expen-
ditures) and 3.1 FTEs were spent on labor and supplies 
within the Buildings Maintenance program area.  This 
is, however, $101,776 and 1.5 FTEs short of what would 
enable the Maintenance Division to keep up with the 
cyclical maintenance that must be performed in order 
to preserve park structures.  The additional funding will 
be used to bring on one Buildings and Utilities Foreman 
who will direct Buildings Maintenance staff, and two 
seasonal painters who will assist in lead abatement and 
repainting of the park’s many under- protected struc-
tures.   
 
Trails Maintenance 
The Trails Maintenance program area involves the cy-
clical maintenance activities required to prolong the life 
of the park's 27- mile trail system.  Regular activities in-
clude dragging and grading, re- stabilizing and harden-
ing of the tread way, repairing culverts, water bars, and 
other drainage structures to help prevent erosion, bar-
ricading and removing hazards, and re- vegetating social 
trails in order to provide redirection.  In an effort to 
minimize costs, the Trails Maintenance crew utilizes 
both paid and volunteer workers. 
 
In FY2004, $19,103 (3% of total Maintenance expendi-
tures) and 0.3 FTEs were spent on the Trails Mainte-
nance program.  This is critically short of the $101,127 
and 2.2 FTEs needed to perform the required mainte-
nance of the rigorously used trail system.  The shortfall 
would be much greater if not for the work of local Boy 
Scouts and the Appalachian Mountain Club chapter 
who donated 1,500 and 500 hours, respectively, to re-
pairing Valley Forge trails in 2004.  It is recommended 
that a seasonal 3- person trail crew and reallocated La-
bor Supervisor be utilized to make up for the shortfall 
that currently exists in this program area. 
 

Maintenance Management and Administration 
The Maintenance Management and Administration 
program provides supervision and oversight to the as-
set- improving maintenance activities performed by the 
Maintenance Division.  Administrative duties reflect 
NPS’ shift to active asset management through new sys-
tems that integrate current condition assessments with 
priorities and budgeting.   

In FY2004, $85,861 (14% of total Maintenance expendi-
tures) and 1.2 FTEs were allocated to duties within this 
program area.  This resulted in a funding deficit and 
labor shortage of $81,500 and 0.7 FTEs, respectively.  
Additional funding in this area, would allow for the hir-
ing of a Project Manager to the Maintenance staff.  This 
person will accomplish the pivotal task of managing the 
many investment projects to be contracted out over the 
next several years.  His work will be essential in assuring 
that contractors perform construction on time, within 
budget, and in accordance with NPS standards.�

 

�

�

�
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Management and Administration (M&A) at Valley Forge 
National Historical Park involves a combination of coor-
dinating internal operations at the park and fostering 
productive relationships with external constituencies.  
This requires integrating the needs of park visitors, the 
interests of neighboring communities, the shared objec-
tives of the park's many partners, and the goals of the 
NPS. 
 
The majority of M&A expenditures in FY2004 focused on 
managing the “internal” needs of the park, as reflected by 
expenditures in Communications, Financial Manage-
ment, General Administration, Parkwide Safety, and 
General Management.  Expenditures in externally fo-
cused program areas were only 10% of M&A spending in 
FY2004, but this percentage should increase in future fis-
cal years as park management more actively engages the 
park's many constituencies and seeks to meet its mission 
goals more effectively through collaborative partnerships.  
 
M&A spending was 31% of the park's total expenditures 
in FY2004 at $1,787,571.  The park's M&A deficit in 
FY2004 was approximately $145,283, or 17% of the total 
shortfall.  The surplus of 1.0 FTE in M&A is the combined 
result of increased staffing needs in the General Admini-
stration, Partnerships, and Planning programs, and a sur-
plus in the Communications program resulting from 
shifting dispatch operations to Montgomery County.  In-
creased staffing needs are driven by two key factors: the 
synergy to be realized through the services of a full- time 
Volunteer Coordinator and an Alternative Support Coor-
dinator, and upgrades for positions currently operating at 
capacities beyond their current grading. 

Achieving Efficiency 
Park management is working to ensure that labor re-
sources are used efficiently to live within available fund-
ing, while providing a higher quality of service and stew-
ardship.  In FY2004, the park devoted 91% of its operating 
costs toward permanent salaries and benefits.  The park's 
goal is to reach an 80% level within the next 5 years.  
Management hopes to achieve this goal by fully evaluating 
all positions as they become vacant and increasing the use 
of non full- time staff positions to manage programs.  
Management will also continue the effort to increase the 
span of control within the park by decreasing the number 
of supervisory positions.  Finally, since FY2002, the park 
has gone from six divisions to four divisions, saving ap-
proximately $100,000 in salary and benefits. 

Management & Administration
FY04 Expenditures by Program
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Partnerships

A new partnership that enables the park 
to use Montgomery County’s dispatch-
ing center will allow more rangers to be 
on patrol, increasing visitor safety. 

FTE Funds FTE Funds FTE Funds
17.3 $1,932,855 18.3 $1,787,571 (1.0) $145,283

Total Required Available Shortfall

Management and Administration 
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A Partnership for                            
Savings and Safety  

 
The Valley Forge dispatch office is 
one example of how the park is try-
ing to find new solutions to meeting 
its needs.  Staffed 24 hours a day, the 
park dispatch office provided com-
munication support to park employ-
ees and visitors in the areas of law 
enforcement, emergency medical 
services, and search and rescue.  To 
enhance interagency cooperation 
and to utilize park resources more 
effectively, many dispatch and com-
munications operations were trans-
ferred to Montgomery County's 
state- of- the- art emergency dis-
patching center in October 2005.   
 
This connection to the wider law 
enforcement and emergency services 
community dramatically enhanced 
both visitor and officer safety.  As a 
result of this transition, the park re-
quires 3.3 fewer FTEs for the com-
munications program, and will save 
approximately $143,000 annually.  
These savings will offset some of the 
shortfall in other program areas.  The 
park has shifted those  rangers in-
volved in dispatch into patrols and 
other visitor services to enhance 
safety, education, and the protection 
of the park's resources. 

Partnerships 
Valley Forge approaches partnerships as a fundamental 
aspect of park management, and all senior staff and su-
pervisors carry responsibility for developing and main-
taining partnerships.  Park staff currently manage a va-
riety of partnerships.  Volunteers are also a key compo-
nent of the partnership program.  The park requires a 
full- time Volunteer Coordinator to help maximize the 
potential of the volunteer program.  The justification 
for this position and a more thorough description of the 
Volunteer Program can be found in the Volunteer 
Analysis section of this business plan (page 28).  The 
unmet needs of this program represent a shortfall of 
$97,609.  
 
General Administration 
The General Administration program includes con-
tracting and procurement, housing and property man-
agement, and parkwide administration.  The park seeks 
to find creative solutions, such as alternative revenue 
generation, to its most pressing needs.  Management 
has requested an Alternative Support Coordinator to 
manage the leasing of historic and non- historic build-
ings, and other alternative revenue generation opportu-
nities. The leasing program will provide a solution to 
the burden of maintaining these buildings using the 
limited budget of the park.  Finally, the position will 
take over management of the housing program.  The 
unmet needs of this program represent a shortfall of 
$117,956.   

Planning 
The planning program consists of coordinating plan-
ning projects, such as the General Management Plan 
(GMP), representing the park in interagency planning 
initiatives, guiding park involvement in multi- party 
planning efforts, and developing strategies for funding 
both the structural and programmatic needs of the park.  
The park initiated the process to revise its GMP in 
FY2004 and expects to receive final approval in 
FY2006.  In addition to this plan, the park expects to 
conduct more focused planning in coming years in the 
areas of deer management, cultural and natural re-
source management. The unmet needs of this program 
represent a shortfall of $50,002. 

 
�

 

 
 
 
 
 
 
 
 
 
 

Civic engagement is an essential part of planning for and 
managing the park. 
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FY04 Required Funds 
by Functional Area
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Available Shortfall

Financials�

Summary Financial Statement 

The Summary Financial Statement on the facing page de-
tails the resource needs of the park's five functional areas 
and 33 programs.  It lists actual funding available for each 
program in FY2004 as well as funding required to meet 
the park's needs for long- term sustainability.  The fund-
ing deficit or surplus for each program is listed in terms of 
FTE and dollars on the far right side of the table. 
 
Valley Forge National Historical Park was under- funded 
by 13% in FY2004.  The required operational budget for 
FY2004 was $6.67 million with the actual total available 
funding at $5.81 million.  The park had 74.1 FTEs available, 
but required 82.4, leaving the park understaffed by 8.3 
FTEs. 
 
The greatest shortfalls occurred in Maintenance 
($301,503, 4.2 FTEs) and Resource Protection ($277,230, 
3.7 FTEs).  Despite showing a funding deficit of $145,000, 
Management & Administration had an FTE surplus of 1.0 
due to the shifting of dispatch operations as explained in 
the “Current Operations” section (see page 23).  Mainte-
nance has the largest gap in both absolute and relative 
terms with a 32.7% funding shortfall. 
 
The $862,955 total FY2004 shortfall has been partially 
addressed through a FY2005 base budget increase of 
$148,000.  Also, the park has submitted a priority request 
of $300,000 for FY2007.  Such increases would address 
some of the park's most pressing needs in Visitor Enjoy-
ment & Experience and Natural Resource Management.  
It should be noted, however, that these increases do not 
impact the park's deficits in Maintenance and Operations. 
 
The pie chart indicates that 84.9% of park expenditures 
came from the appropriated base budget.  Appropriated 
non- base money made up 10.8% of expenditures.  The 
percentage of project funds relative to base funds has in-
creased over time, but fluctuates year- to- year depending 

on the park’s ability to compete for funds.  Through both 
the partnerships and strategies suggested in this plan, the 
park plans to expand the impact of revenue relative to 
other funds beyond the current level of 1.3%. 

FY04 Expenditures 
by Fund Source
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FUNCTIONAL AREAS AND PROGRAMS ��� ����� ���� ��� !��� ����!����!�� ��"���� ��� ����� ��� �����

RESOURCE PROTECTION
Cultural Resource Mgmt 5.7 $470,108 $358,742 $4,317 $116 $5,857 4.5 $369,032 (1.3) ($101,077)
Information Integration & Analysis 1.1 $80,549 $7,895 $54,215 $0 $0 0.9 $62,110 (0.2) ($18,439)
Resources Mgmt & Admin 1.3 $137,149 $80,130 $55 $0 -$159 0.8 $80,026 (0.6) ($57,123)
Natural Resource Mgmt 4.3 $320,885 $154,786 $65,507 $0 $0 2.5 $220,293 (1.7) ($100,592)
Subtotal 12.3 $1,008,691 $601,553 $124,094 $116 $5,698 8.6 $731,461 (3.7) ($277,230)
VISITOR EXPERIENCE & ENJOYMENT
Education 0.8 $52,529 $34,587 $1 $0 $1,297 0.5 $35,886 (0.2) ($16,643)
Fee Collection 1.6 $82,761 $35,821 $0 $0 $5,809 0.7 $41,629 (1.0) ($41,132)
Interpretation 5.2 $303,842 $272,574 $0 $65 $24,513 4.8 $297,152 (0.5) ($6,690)
VEE Mgmt & Admin 3.6 $302,914 $380,676 $957 $2,427 $1,065 6.0 $385,126 2.5 $82,212
Visitor Center Operations 2.9 $170,180 $181,125 $0 $51 $15,211 3.2 $196,387 0.3 $26,206
Visitor Safety Services 9.3 $658,177 $515,956 $10,173 $0 $0 7.8 $526,128 (1.5) ($132,049)
Visitor Use Services 0.4 $22,382 $23,136 $65 $1,760 $0 0.3 $24,961 (0.1) $2,579
Subtotal 23.7 $1,592,785 $1,443,874 $11,196 $4,303 $47,895 23.2 $1,507,268 (0.5) ($85,517)
FACILITY OPERATIONS
Buildings Operations 1.1 $41,816 -$7,739 $131 $34,868 $794 1.0 $28,053 (0.1) ($13,763)
Grounds Operations 6.0 $336,447 $278,312 $3,696 $0 $0 4.8 $282,008 (1.2) ($54,439)
Janitorial Operations 4.4 $248,182 $214,151 $12,141 $2,215 $59 4.3 $228,566 (0.1) ($19,616)
Facilty Operations Mgmt & Admin 1.2 $120,833 $126,782 $73 $11,041 $0 2.0 $137,896 0.8 $17,063
Roads Operations 1.3 $96,573 $46,145 $28,756 $0 $0 0.9 $74,901 (0.4) ($21,672)
Trails Operations 0.6 $25,307 $22,015 -$1,683 $0 $20 0.4 $20,352 (0.2) ($4,955)
Transportation Systems & Fleet Ops 0.8 $63,543 $65,268 $9,682 $0 $0 1.1 $74,949 0.3 $11,406
Utilities Operations 0.5 $281,902 $272,239 $41 $44,675 -$2,500 0.5 $314,456 0.1 $32,554
Subtotal 15.9 $1,214,603 $1,017,171 $52,837 $92,799 -$1,627 15.0 $1,161,181 (0.9) ($53,422)
MAINTENANCE
Buildings Maintenance 4.6 $325,535 $161,498 $441 $60,905 $915 3.1 $223,759 (1.5) ($101,776)
Maintenance Mgmt & Admin 1.9 $167,180 $85,607 $73 $0 $0 1.2 $85,681 (0.7) ($81,500)
Roads Maintenance 0.4 $43,191 $14,127 $19,115 $0 $0 0.2 $33,242 (0.2) ($9,948)
Trails Maintenance 2.2 $101,127 $19,581 -$478 $0 $0 0.3 $19,103 (1.9) ($82,024)
Transportation Systems & Fleet Maint 1.8 $136,122 $125,427 $691 $0 $0 1.8 $126,118 0.0 ($10,004)
Utilities Maintenance 2.4 $149,848 $116,188 $700 $16,709 $0 2.4 $133,597 0.0 ($16,251)
Subtotal 13.2 $923,004 $522,428 $20,543 $77,614 $915 9.0 $621,501 (4.2) ($301,503)
MANAGEMENT & ADMINISTRATION
Communications 2.6 $273,622 $415,316 $1,227 $0 $0 5.9 $416,543 3.3 $142,920
External Affairs 1.0 $105,143 $65,970 $87 $0 $0 0.6 $66,057 (0.3) ($39,087)
Financial Mgmt 1.3 $97,360 $78,239 $0 $0 $0 1.3 $78,239 (0.0) ($19,121)
General Admin 4.1 $288,207 $159,914 $0 $2,243 $8,094 2.9 $170,251 (1.2) ($117,956)
General Mgmt 3.8 $346,072 $369,388 $137 $0 $0 4.2 $369,525 0.4 $23,453
Parkwide Safety 1.0 $140,586 $62,579 $90,119 $6 $0 1.1 $152,703 0.1 $12,118
Partnerships 2.1 $204,731 $89,216 $4,315 $9 $13,582 1.2 $107,122 (0.9) ($97,609)
Planning 1.5 $477,134 $103,744 $323,389 $0 $0 1.2 $427,132 (0.3) ($50,002)
Subtotal 17.3 $1,932,855 $1,344,366 $419,273 $2,258 $21,676 18.3 $1,787,571 1.0 ($145,283)
Grand Total 82.4 $6,671,937 $4,929,392 $627,942 $177,090 $74,558 74.1 $5,808,982 (8.3) ($862,955)

SURPLUS/(DEFICIT)AVAILABLEREQUIRED
APPROPRIATED NON-APPROPRIATED TOTAL

This financial statement has 
been prepared from the books 
and records of the National 
Park Service in accordance 
with NPS accounting policies.  
The resources available reflect 
the total operations and 
maintenance expenses in-
curred by the park during the 
last complete fiscal year.  The 
resources required represent 
the funding needed to operate 
the park while fully meeting 
operational standards as 
defined in business plan sup-
porting documentation.  
Program requirements are 
presented as a five- year plan-
ning tool based on salary and 
wage tables from the same 
fiscal year, given current 
resource inventories, and the 
current park infrastructure.  
Changes resulting from one-
time projects and capital 
improvements (e.g. invest-
ments) may have a resulting 
impact on the operational 
requirements presented. 
 
The value of donated materi-
als and in- kind services is not 
included as an available re-
source in the financial sum-
mary because these materials 
and services are not only used 
for required operations.  See 
page 26 for information on 
the valuation of work per-
formed by volunteers.     
 
The financial statement pre-
sents the available and re-
quired resources for the op-
erational activities of the park 
only. Investment expenditures 
for capital improvements or 
other one- time projects are 
not accounted for in this 
statement. For information on 
the park's investment expen-
ditures, see page 28. 
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Volunteer Analysis 

In 2004, 848 volunteers contributed 17,912 hours of time, 
expertise, and energy to realizing the mission of the park. 
This represents an additional 8.61 FTE (assuming 2,080 
hours per year) and a 54% increase from 2002.  Volun-
teers help to restore historic buildings, present interpre-
tive programs, remove invasive weeds, rebuild eroded 
trails, plant riparian buffers to control erosion, digitize 
historic photographs, and clean up historic properties, 
among many other activities.  
 
The volunteer hours represent a gross benefit to the park 
of $307,907 according to the standard hourly rate of $17.19 
used by the NPS.  The total cost of managing the program 
in 2004 was $54,981, including $45,039 of staff time and 
$9,942 in support costs such as meals, supplies, and uni-
forms.  From 2002 to 2004, the park decreased its average 
support cost per volunteer (excluding personnel time) by 
15%, from $13.50 to $11.74 per volunteer.�
�

During National Trails Day and National Public Lands 
Day 265 volunteers contributed 1,171 hours on several 
one- day projects, including removing invasive species at 
Maxwell’s Quarters and weeding at the Welcome Center.   
 
For the third year in a row, the Wayne Rotary Club con-
tinued its Adopt- a- Building Program, performing resto-
ration work on two historic buildings (the Walker Barn 
and the Maurice Stephens Spring House), and on the ter-
race and retaining walls in front of Maxwell's Quarters.  
 

The region surrounding the park is densely populated 
with talented, energetic, and interested citizens, and po-
tential exists for massive growth in the volunteer pro-
gram.  The program is currently managed as a collateral 
duty, but the need for a Volunteer Coordinator has been 
identified as part of the priority operational budget re-
quests. The goal is to bring on board a dedicated position 
to work with all divisions to identify tasks that can be ad-
dressed through volunteerism, assist the divisions in 
making the best use of volunteers, recruit volunteers, and 
ensure they are effectively used.  The position will also 
identify and secure outside grants, and identify and assist 
the park in developing long- term relationships with cor-
porations and related private non- profits.��

Volunteers provide valuable services to 
the park and have fun doing it, such as 
this archeology volunteer. 

Volunteers help with all park activities, 
such as administration, natural restora-
tion, rehabilitation of historic structures, 
and living history. 

2004 Volunteer Hours 
by Category
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FY04 Expenditures 
by GPRA Goal
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Government Performance and Results Act 

Congress passed the Government Performance and 
Results Act (GPRA) in 1993 to help federal agencies 
achieve their work more efficiently and communicate 
with the American people more effectively.  To imple-
ment this act, the NPS defined four primary goals which 
are listed in the accompanying sidebar.  The graph be-
low depicts the park’s allocation of FY2004 expendi-
tures and program shortfalls across GRPA goals. 
 
More than half of the park’s FY2004 expenditures 
(51.7%) were associated with providing for the public 
enjoyment and visitor experience of parks (Goal II), 
while nearly half of the park's shortfall (45.0%) applies 
to this goal.  Understaffing in the areas of law enforce-
ment, interpretation, and resource management per-
petuates this deficit. Ensuring organizational effective-
ness across programs (Goal IV) accounted for 23.2% of 
FY2004 expenditures and 26.8% of the projected 
shortfall.  Goal I accounted for 22.3% of expenditures 
and 24.4% of the shortfall.  Finally, Goal III accounted 
for only 2.8% of expenditures and 3.8% of the shortfall 
in FY2004. 

Goal I: Preserve Park Resources 
Park goals from this category include updating resource 
management plans and increasing environmental 
monitoring throughout the park. 
 

Goal II:  Provide for Public Use & Enjoyment 
Valley Forge hopes to enable interpreters and law en-
forcement rangers to spend more time in contact with 
park visitors and members of the community. 
 

Goal III:  Legislated Partnership Programs 
Goals in this category focus on resource preservation 
partnerships, which are handled by the NPS on a re-
gional or national level. 
 

Goal IV:  Ensuring Organizational Effectiveness 
Goals in this category include increasing the impact of 
the volunteer program and increasing sources of alter-
native support.��

GPRA Mission Goals 
 
I. Preserve Park Resources 
a. Natural and Cultural resources and associated 
values are protected, restored, and maintained in 
good condition and managed within their 
broader ecosystem and cultural context. 
b. The NPS contributes to knowledge about 
natural and cultural resources and associated 
values; management decisions about resources 
and visitors are based on adequate scholarly and 
scientific information. 
 
II. Provide for the Public Enjoyment and 
Visitor Experience of Parks 
a. Visitors safely enjoy and are satisfied with the 
availability, accessibility, diversity, and quality of 
park facilities, services, and appropriate recrea-
tional opportunities. 
b. Park visitors and the general public under-
stand and appreciate the preservation of parks 
and their resources for this and future genera-
tions. 
 
III. Strengthen and Preserve Natural and 
Cultural Resources and Enhance Recrea-
tional Opportunities Managed by Partners 
a. Natural and cultural resources are conserved 
through formal partnership programs. 
b. Through partnerships with other federal, state, 
and local agencies and nonprofit organizations, a 
nationwide system of parks, open space, rivers 
and trails provides educational, recreational, and 
conservation benefits for the American people. 
c. Assisted through federal funds and programs, 
the protection of recreational opportunities is 
achieved through formal mechanisms to ensure 
continued access for public recreational use. 
 
IV. Ensure Organizational Effectiveness 
a. The NPS uses current management practices, 
systems, and technologies to accomplish its mis-
sion. 
b. The NPS increases its managerial resources 
through initiatives and support from other agen-
cies, organizations, and individuals. 
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Valley Forge National Historical Park spent $1.40 million 
on investment projects in FY2004.  The projects de-
scribed below highlight some of the work performed on 
park buildings, grounds, and museum collections. 
 
Pre- Construction Services on Historic Structures 
Investment in FY2004: $262,000 
In preparation for repairs to failing roofs and drainage 
systems of two historic structures, the park performed 
required pre- design and pre- construction work.  The 
multiple parts of this project included: conducting ar-
cheological assessments to ensure each site was eligible 
for invasive construction work given existing natural/
cultural resource preservation guidelines, completing 
Historical Structure Reports to chronicle the histories of 
the facilities, and drafting schematics that visually docu-
mented existing conditions.  All work was preformed by 
outside contractors and supervised by park staff. 
 
Replacement of Bridges on Schuylkill River Trail  
Investment in FY2004: $112,051 
The park replaced two steel bridges that cross Fawn Run 
and Myers Run on the River Trail, a popular hiking, bik-
ing, and bridle trail.  An engineering evaluation deter-
mined that two of the trail’s bridges were structurally 
weakened by corrosion and were unsuitable for passage.  
The project required demolition of the old bridges, con-
struction of new abutments, placement of the new 
bridges, trail rehabilitation at each approach to meet 
Americans with Disabilities Act (ADA) standards, and re-
vegetation of the entire construction area. As a result of 
this project, access for emergency services and mainte-
nance was restored, and visitor enjoyment and safety was 
improved. 

Catalog Documents in Museum Archive 
Investment in FY2004: $65,730 
The archival collections housed at Valley Forge National 
Historical Park are important resources for the scholarly 
study of the history of the encampment and the Valley 
Forge area.  The lack of documentation for these collec-
tions not only makes them vulnerable to loss, but hampers 
accessibility. The project plan for this ongoing $160,000 
project calls for archivists to catalog 126,880 items in vari-
ous collections of personal, administrative, and resource 
management records. All work is conducted by con-
tracted employees and supervised by the park curator.  As 
a result of this project, NPS- mandated standards for mu-
seum collections will be met, and the risk of theft or dam-
age to the collections will diminish since their physical 
condition and historic significance will be documented.   
 
Assessment of Pollution in Valley Creek 
Investment in FY2004: $50,247 
The goal of this ongoing $80,797 project is to quantify the 
volume of sediment accretion and degradation in the 
park’s portion of Valley Creek.  Anecdotal information 
attests to the muddy condition of Valley Creek, but before 
this project, quantifiable data had never been collected.  
Sediment has been identified as Valley Creek’s most det-
rimental water quality pollutant by the Commonwealth of 
Pennsylvania, and the sedimentation rates and sampling 
methods produced from this study provide park resource 
managers with the data and tools necessary to assess the 
impacts of land use practices within the Valley Creek wa-
tershed.  Data generated by this project will support cur-
rent and future stream restoration projects.  

Replacing deteriorated infrastructure, 
such as this River Trail bridge, is typical 
of needed investments. 

Cataloging museum archives is an in-
vestment that ensures accountability 
and accessibility. 

Funded Investments 
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Save America’s Treasures 
 

The Save America’s Treasures pro-
gram sponsored by the National 
Trust for Historic Preservation is a 
national effort to protect 
“America’s threatened cultural 
treasures, including historic struc-
tures…that document and illumi-
nate the history and culture of the 
United States.” 
 
This initiative has been instrumen-
tal in raising funds for the emer-
gency stabilization of historic 
structures at Valley Forge.  Begin-
ning with Washington’s Head-
quarters in 2001, and continuing 
with projects involving Lafayette’s, 
Maxwell’s, Stirling’s, and Hunting-
ton’s Quarters, as well as Washing-
ton’s sleeping tent, Save America’s 
Treasures funding has supported 
foundation replacement, drainage 
system repair, roof installation, and 
other critical services essential to 
preserve park assets. 
�

�

The Save America’s Treasures program 
provides essential funds for stabiliza-
tion of encampment-era buildings, 
such as Lafayette’s quarters. 

Abatement of Hazardous Tank at Walker House 
Investment in FY2004: $27,599 
The David Walker House, a collection of both historic 
and non- historic structures, was acquired by Valley 
Forge NHP in the summer of 2003.  The property re-
quired stabilization, rehabilitation, and repair in order 
to ensure its preservation, prevent further contamina-
tion of the local environment.  This action reduced the 
park’s potential liability.  The FY2004 expenditure is 
part of a larger $59,404 ongoing project that will rectify 
various deficiencies associated with the property.  
 
Rehabilitation of the Whittle House  
Investment in FY2004: $16,237 
This project replaced the failing roof, fascia, chimneys, 
gutters, and downspouts on the Whittle House, which 
houses the Regional Information Technology hub and 
Regional Incident Command Center.  The deck and 
cement block retaining walls were also repaired to meet 
applicable codes. The roof and its features had sur-
passed their life expectancy and damage had occurred 
to exterior features. It was imperative to repair the roof 
system before interior damage endangered the entire 
hub and network.   
 
Rehabilitation of Betzwood Picnic Area 
Investment in FY2004: $16,898 
Betzwood Picnic Area is one of the park’s largest picnic 
grounds and receives relatively high visitation. This 
project included repairing/replacing picnic tables with 
plastic lumber products, repainting all metal parts, as 
well as replacing grills, security gates, and roadside 
guard rails. The investment made in FY2004 was just a 
portion of the ongoing $42,089 project to rehabilitate 
the Betzwood area. 

Archeology in Wayne’s Woods �
Investment in FY2004: $23,959 
The archeological excavation from 2000 to 2003 at the 
site of General Anthony Wayne’s Pennsylvania Brigade 
was the first systematic attempt to uncover evidence of 
the complete layout of a brigade of Continental troops 
at Valley Forge.  Funded by Log Cabin Syrup through 
the National Park Foundation, the work confirmed the 
accuracy of General von Steuben’s diagram of a brigade 
layout and revealed the intense activity of the camp.  
Notable encampment activities that took place at 
Wayne’s woods included remaking captured British 
uniforms, manufacturing musket balls, repairing equip-
ment, and preparing food. Volunteers of all ages ex-
perienced the excitement of participating in the dig. 

Renovation of Maintenance Building’s Fire and  
Intrusion Systems 
Investment in FY2004: $35,000�
This project replaced an outdated fire and intrusion 
detection system at the maintenance complex with a 
more technically advanced system and expanded cov-
erage to include two additional structures not previ-
ously protected.  The maintenance complex is the pri-
mary storage area for equipment and supplies used park 
wide and is valued at several million dollars. The facil-
ity, by necessity, has a large quantity of flammable 
products stored on site that can easily contribute to the 
quick spread of a fire.  In addition, the isolated location 
of the facility leaves it prone to intrusion.  The inclusion 
of perimeter monitoring and the use of video cameras 
to monitor activity within the compound greatly im-
proved security and reduced the likelihood of loss due 
to fire or theft.��
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Priorities and Strategies�

Operations and Maintenance Priorities 

An aging infrastructure, reduced staffing levels, increasing 
costs, and unique safety needs contribute to operational 
deficits across all functional areas of the park.  This sec-
tion summarizes priority annual requirements and out-
lines the funding and full- time equivalents (FTEs) neces-
sary to meet each requirement.  These priorities are not 
one- time expenditures; rather, they are year- to- year op-
erational requirements that need to be funded on an on-
going basis.  In total, these selected priorities amount to 
$806,000 and 12.7 FTEs. 
 
Strengthen Visitor Safety Services 
$132,000 and 1.5 FTEs 
Many of the management issues that Valley Forge faces 
are atypical of national parks.  While over one million 
visitors come to the park to recreate, several million more 
commute through Valley Forge each year on state high-
ways and other public roads.  Funding would be used to 
fill vacant park ranger positions, monitor traffic, enforce 
regulations, and mitigate increasing incidents of illegal 
activity. 
 
Increase Alternative Support through Staffing 
$138,000 and 2.0 FTEs 
Management seeks to find ways to do more with less.  In-
creasing the impact of the Volunteer- in Parks Program 
and generating alternative sources of support are two key 
priorities that will help fulfill this objective.  The park has 
submitted priority requests for a Volunteer Coordinator 
and Alternative Support Coordinator. 

Reinstate Natural Resource Management Staffing 
$90,000 and 1.0 FTE  
Valley Forge is gaining increasing importance as a signifi-
cant provider of wildlife habitats, open space, and ripar-
ian protection; however, the park has been without a 
Natural Resource Manager since FY2003.  Budget deficits 
prevented refilling the position.  The management of 
natural resources, as well as the continuation of numerous 
beneficial partnerships, has proceeded in a piecemeal 
fashion using the single remaining program employee.  
Reestablishment of professional expertise would enable 
Valley Forge to meet existing responsibilities in imple-
menting a new General Management Plan, respond to the 
Congressional mandate to manage deer, comply with the 
National Environmental Policy Act, and coordinate re-
source inventorying and monitoring. 
 
Control Non- Native, Invasive Vegetation 
$100,000 and 2.0 FTEs 
Of the 160 non- native plant species known to occur in 
Valley Forge, 23 have been identified as problem species 
due to their abilities to grow and infest areas rapidly.  
These aggressive pests jeopardize native habitats as well as 
the park's cultural landscape and historic resources.  
Funding would allow the park to hire personnel to moni-
tor and treat invasive nonnative species yearly using NPS-
approved manual and chemical treatments. 
 
 

Controlling exotic invasive vegeta-
tion, such as this Japanese honey-
suckle, is a management priority. 

Park rangers provide essential safety 
services to visitors. 
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Perform Additional Preventative Maintenance 
$102,000 and 1.5 FTEs 
The lack of a permanent Buildings and Utilities Fore-
man has negatively impacted the Maintenance Divi-
sion’s ability to mitigate the deterioration of historic 
and non- historic structures at Valley Forge.  Park man-
agement plans to hire a new foreman by the end of 
FY2005 to lead the small, yet experienced maintenance 
staff in preserving park buildings.  In addition, seasonal 
painters are needed to fill out the existing buildings 
maintenance crew and enable the park to accomplish 
the exterior painting that must occur.  Park manage-
ment’s intention to keep pace with cyclical maintenance 
needs is in concert with their desire to improve contract 
management for large- budget rehabilitations of historic 
buildings. 
 
Enhance Project and Contract Management 
$86,000 and 1.2 FTEs 
In the past, contracts were managed by the Mainte-
nance Division Chief, Park Architect, Natural and Cul-
tural Resources personnel, and Maintenance Supervi-
sors. Each did their part to monitor specific contracts 
and project activities to ensure quality.  If the park is to 
continue to address investment priorities in an effective 
and fiscally responsible manner, a Project Manager 
should be hired to synthesize concerns and provide a 
single point of contact with contracted parties.  Rather 
than using the park’s operational budget to pay for the 
salary and benefits of this position, the one- time fund-
ing received for investments can be applied to the Pro-
ject Manager’s personal services. 
 

Repair and Improve Trails for Safety and Enjoyment 
$82,000 and 1.9 FTEs�
As one of the largest open- space and recreational ven-
ues in Southeastern Pennsylvania, Valley Forge pro-
vides a popular trail system.  Very little maintenance has 
been done to the trails, paved or unpaved, since the 
majority of treadway was constructed by the Common-
wealth between 1900 and 1976.  Given current usage 
levels and the reality that most park visitors come to 
Valley Forge to utilize the trails for recreational pur-
suits, it is essential that the trail system receive adequate 
maintenance.  Local volunteer groups have donated 
thousands of hours to repairing trails, but the park must 
dedicate more than the 0.3 FTEs currently allocated to 
this program.  Park management plans to hire a seasonal 
trails crew that will assist the existing Labor Supervisor 
in completing trails projects and working with volun-
teers. 
 
Improve Safety on Roads and Grounds 
$76,000 and 1.6 FTEs 
Clearing vegetation and tree limb overgrowth is no 
small task for the park’s maintenance staff.  Hazards 
take the form of low hanging limbs along the road cor-
ridor, vegetation in front of regulatory signs, or un-
trimmed brush creating blind turns.  Park management 
plans to hire a seasonal tree crew to deal with this issue.  
The tree crew will ensure the preventative removal of 
overgrowth and enable the park to respond quickly to 
fallen tree limbs and other hazardous situations as they 
present themselves. 

A Project Manager will help accomplish 
major restorations. 
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Investment Priorities 

Investments are one- time expenditures dedicated to pro-
jects that enhance the park. Valley Forge NHP has over 
175 project requests for NPS funding, with a total invest-
ment need of over $40 million. The following projects 
comprise the park’s top investment priorities. 
 
Expand Visitor Services at Washington’s  
Headquarters 
Required Investment: $6,750,000  
Washington’s Headquarters is an essential interpretive 
feature of the park, but due to its small size, the house 
cannot be used for programs. Rehabilitating the adjacent 
Valley Forge train station, however, would create a new 
exhibit area and improve the accessibility of the site. 
 
Rehabilitate Historic Structures 
Required Investment: $12,065,000 
Several historic buildings have been prepared for reha-
bilitation, but additional work in the interior and exterior 
of these buildings is required to ensure the structural in-
tegrity of these fundamental assets. 
 
Renovate Administration Building Roof and Utilities  
Required Investment: $578,000 
The heating, ventilation, and air conditioning (HVAC) 
system and roof of the Administration building are over 
36 years old, beyond their life expectancies. Rebuilding 
the HVAC system will increase efficiency and reduce the 
possibility of system failure. Renovating the roof will cre-
ate a water- tight barrier, preventing damage to the build-
ing. 
 
Modernize Interpretive Media and Equipment 
Required Investment: $504,000 
The 30- year old interpretive film shown to visitors is in-
accurate and unbalanced, ignoring pertinent aspects of 
the encampment. A new production and new projection 

equipment are needed to provide visitors with a satisfac-
tory experience.   
 
Improve Park Trails 
Required Investment: $284,000 
Although park trails are heavily used, trail improvements 
have been limited. Needed improvements include: tread 
restoration, drainage rehabilitation, erosion mitigation, 
and installation of directional signs. These one- time up-
grades to the park’s trail system will protect natural re-
sources, increase visitor safety, and boost enjoyment.   
 
Link Valley Forge to Regional Trail Network 
Required Investment: $1,045,000 
Managers would like to facilitate bicycle and pedestrian, 
rather than vehicular, traffic to the park. To accomplish 
this, links from regional trails to existing park trails are 
needed. Working with other agencies, the NPS has devel-
oped conceptual plans aimed at offering new access. 
 
Install Fire and Intrusion Systems in Park Buildings 
Required Investment: $480,000 
The park’s current alarm system has been damaged by 
rodents, and storms and insects cause the system to mal-
function. Because the park houses many valuable artifacts, 
reliable alarms are needed to protect these resources from 
fire and theft.   
 
Rehabilitate the Ecosystems of Forests and Meadows 
Required Investment: $7,500,000  
Valley Forge boasts a remarkable degree of biodiversity in 
a highly urbanized region. Yet increasing presence of ex-
otic invasive plants and the over- abundance of white-
tailed deer threaten natural habitats.  The restoration of 
forests and meadows will support natural abundances, 
diversities, dynamics, and distributions of native plants 
and animals. 

Trains no longer stop at Valley Forge, 
but the structure provides ample space 
for orientation.  Soon it will become a 
visitor contact station. 

Crucial parts of the Joseph Plumb Martin 
Trail remain unlinked to the regional trail 
network. 
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Completion and implementation of a 
Deer Management Plan will allow forest 
restoration. 

Relocate Maintenance Complex and Ranger Station  
Required Investment: $6,100,000 
The maintenance complex comprises former industrial 
buildings located on a capped quarry filled with asbes-
tos wastes. This and additional quarries lie on the 
Grand Parade, the park’s most important historic land-
scape. The ranger station occupies an encampment- era 
farm house that has been degraded by the heavy wear-
and- tear such a use inevitably causes. The two func-
tions can be relocated and co- located, allowing resto-
ration of important historic resources and reducing the 
ongoing operating costs. 
 
Evaluate and Address Transportation Problems 
Required Investment: $170,000 
The Valley Forge National Historical Park Alternative 
Transportation Feasibility Study was commissioned to 
respond to increasing vehicular volume through the 
park. To enhance the overall visitor experience and 
help reduce traffic, the study recommended initiating 
an Alternative Transportation Study (ATS) pilot project. 
This project would offer park staff the opportunity to 
evaluate the conclusions of the feasibility study without 
spending any funds for capital improvements. The vis-
iting public would also benefit during the ATS project 
as private vehicles would be relegated to main thor-
oughfares and tour roads would be converted into bike 
paths, eliminating the current bicycle/pedestrian con-
flict. 
 
 
 
 
 
 
 
 

Improve Safety and Efficiency of Utilities Systems 
Required Investment: $97,000 
The utilities infrastructure in the park has had few up-
grades since 1977. An assessment must be conducted to 
analyze the feasibility of upgrading septic, water, elec-
trical, and telephone systems. The availability of opera-
tional water and sewer systems is crucial to the leasing 
of park buildings. Upgrades will reduce the possibility 
of leaks and help prevent the need for repair and clean-
up efforts. 
 
Prepare Congressionally Mandated Deer  
Management Plan and EIS 
Required Investment: $350,000 
The abundance of white- tailed deer and their impacts 
in and around Valley Forge have been a controversial 
issue for over a decade. There is widespread recognition 
that over- abundance is a significant problem for human 
safety and the environment. This funding will permit 
the park to comply with a Congressional directive to 
develop a plan to address deer management at the park. 
 
Provide Interpretive Media and Facilities at  
Muhlenberg’s Brigade 
Required Investment: $413,000 
The site on which Muhlenberg’s troops were encamped 
is within easy walking distance of the Welcome Center 
and is a popular location for outdoor interpretive pro-
grams and events. However, when the weather is poor 
or the site is not staffed, there is nothing for visitors to 
do or see. Modest facilities and interpretive media 
would ensure that this important site is always intrigu-
ing and worth visiting.  

Provision of a shuttle would allow 
park roads to be used as bike paths, 
eliminating current bicycle/pedestrian 
conflicts. 
�

�
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Strategies for Reducing Costs 

As part of the business planning process, a number of 
strategies were devised in collaboration with park man-
agement to reallocate dollars to current and future un-
funded priorities.   
 
Explore Opportunities to Lease Park Structures 
Estimated Annual Net Benefit: $10,000 – 25,000�
In the near future, the park plans to offer long- term leas-
ing opportunities to members of the local and national 
community.  Among the many benefits offered by such a 
program, leasing will increase the financial value of the 
park by transforming underutilized properties into in-
come- generating opportunities that can help fund im-
provements to park assets.  Leasing will also enable build-
ings to be rehabilitated and park facilities to be refur-
bished with private sector development expertise and fi-
nancing.  Valley Forge will only offer leases to organiza-
tions whose use of the building is consistent with the 
building’s resource values.  In most cases, lessees will be 
responsible for the maintenance of their leased buildings.  
Any work done by outside contractors will be monitored 
closely by park staff.  Long- term leasing will help ensure 
that park assets continue to be well maintained and pre-
served for generations to come in a way that is much more 
cost effective for the park.  
 
Implement Strategies Identified Through Core  
Operations Analysis 
Estimated Annual Net Benefit: up to $250,000 - 350,000 
In early 2006, the park implemented a Core Operations 
Analysis intended to complement the recommendations 
in this plan and move toward its objective of reducing la-
bor costs as a percentage of its appropriated budget.  Core 
Operations Analyses enable parks to focus resources on 
priorities, achieve the most effective and efficient opera-
tions, stimulate creative management, and link expendi-

tures to annual and long- term goals.  With a goal of real-
locating up to 11% of base funds to top priorities, the park 
will seek to 1) achieve personnel services and fixed costs 
equal to or below 80% of base funds, 2) pursue efficien-
cies based on cost- benefit analyses of alternatives, and 3) 
ensure the park’s base budget relates to core operations 
and overall park system goals and priorities. 
 
Lease Law Enforcement Vehicles from GSA 
Estimated Annual Net Benefit: $30,000 - 50,000 
The General Services Administration (GSA) leasing pro-
gram provides an opportunity for government agencies to 
save on the cost of operating and maintaining a vehicle 
fleet.  Over 200,000 vehicles are currently leased by more 
than 75 agencies that participate in the program.   
 
In FY2004, Valley Forge spent approximately $121,000 in 
parts and labor maintaining the park’s vehicular fleet, and 
while leasing the entire fleet would be more expensive 
and cost roughly $214,000, leasing a sub- segment of the 
fleet will prove rewarding.  The high fixed cost per vehicle 
can only be overcome if the leased vehicle is driven 
enough miles, and many of the park’s vehicles do not 
meet this criterion.  Law Enforcement (LE) vehicles, 
however, accumulate enough annual mileage to warrant 
leasing.  In FY2004 the park could have saved $16,515 by 
leasing its LE Vehicles.  In addition to saving funds, the 
park can remove those vehicles from the top of the re-
gion’s vehicle replacement plan queue and replace other 
vehicles instead.  With this approach, the park could real-
ize a benefit of $30,000- 50,000 (depending on how many 
vehicles are replaced in a given year) and provide LE 
rangers with safer and more reliable vehicles. 

Historic park properties like the David 
Walker Farm will soon be offered for long-
term leasing. 
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Reconfigure Fee Collection Staffing 
Estimated Annual Net Benefit: $25,000 – $50,000 
Currently, fee collection and management is conducted 
primarily by GS- 09 (full- performance) permanent, 
full- time interpretation rangers at a fee booth adjacent 
to Washington's Headquarters.  Although seasonal 
rangers and interns often assist with collection during 
the busier months, the labor costs associated with col-
lection are relatively high.  Such expenses could be re-
duced through the utilization of lower- grade personnel 
dedicated to the management and implementation of 
the fee program, or by shifting collection duties from 
full- performance rangers to seasonal/temporary em-
ployees. 
 
Evaluate Workspace Geography 
Estimated Annual Net Benefit: $7,000 – $12,000 
About 80 NPS employees, ten volunteers, and five per-
sonnel from partner organizations occupy workspaces 
within ten park buildings – several of which house only 
two or three workers.  Consolidating workspaces by 
vacating these sparsely- populated facilities could re-
duce utility costs, reduce travel time among offices, and 
ease fuel and operating costs for government vehicles. 
�

Actively Pursue Improvements in Efficiency 
Estimated Annual Net Benefit: $10,000 -  $20,000�
Recently, park staff replaced the Welcome Center’s 200 
90- watt bulbs with more efficient and longer- lasting 
23- watt models. This action alone should save the park 
over $5,000 each year in energy costs as well as reduce 
the frequency of bulb burn- outs and scissor lift rentals 
necessary to perform replacement.  Actively seeking 
more efficient operations is a top priority of park staff 
and proactive measures are constantly being taken.  Re-
habilitation of the existing Administration Building’s 
HVAC system, for example, is an investment project 
that, upon completion, will dramatically lower the cost 
of heating and cooling a substantial park building.  An 
in- house audit for electricity will be conducted to 
identify lighting, heating, central air system, and appli-
ances where cost saving measures can be taken.  Addi-
tionally, the park will implement an energy management 
plan that will not only identify energy levels throughout 
the park’s facilities, but also establish baselines for 
comparison and employ an action plan involving more 
active stewardship by all park employees. 

 

Using more efficient bulbs in the Welcome 
Center will save the park over $5,000 annu-
ally. 

Changing the way visitor fees are collected 
can save up to $50,000 annually. 
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Strategies for Increasing Non-Appropriated Funding 

In addition to reducing costs, other approaches are 
needed to increase funding beyond that which is appro-
priated to the park.  By seeking financial support from 
other sources, management can begin to address opera-
tions, maintenance, and investment priorities.  This proc-
ess also allows Valley Forge to create strong partnerships 
and leverage their resources to accomplish the park’s 
mission. 
�

Clarify and Communicate Priorities 
Management should establish its priorities for external 
support annually and communicate these priorities to 
partners, visitors, and other constituencies.  The park’s 
priorities should be the foundation on which communi-
cations with outside groups is based, and should be com-
municated through park waysides, brochures, the park’s 
website and newsletter.  This process can be facilitated by 
a partner and should coincide with communication ave-
nues for interested parties to contribute to the park’s pri-
orities either financially or in- kind.  There is no net bene-
fit listed for this strategy because it feeds into all the 
strategies that follow. 
 
Expand Retail Opportunities 
Estimated Annual Net Benefit: $10,000 -  20,000�
The park has numerous opportunities to offer additional 
services to visitors and increase the value of the annual 
donation from the cooperating association that operates 
the Encampment Store (currently set at 10% of gross 
revenues).  The park receives repeated requests for im-
proved food service options and could offer food service 
in the Welcome Center and offer additional vending op-
tions in the park.  The park could also offer bike and ca-
noe rentals as well as improved audio tour options.  These 
enhancements could bring in $100,000 to $200,000 in ad-
ditional revenue to the Encampment Store. 

 

Increase Opportunities for Small Donations 
Estimated Annual Net Benefit: $2,000 – $4,300 
In addition to seeking sizable endowments, the park will 
ensure that numerous convenient channels exist for all 
park visitors to contribute to the protection of Valley 
Forge.  This can be accomplished by increasing the quan-
tity and visibility of donation boxes.  Currently, the only 
one is located in the Welcome Center – not easily accessi-
ble to those who use other areas of the park exclusively.  
Considering the remarkable willingness of community 
members to support park projects, partners of Valley 
Forge will explore ways to increase small donations be-
yond park boundaries, possibly through the communica-
tion of priorities mentioned above.  
 
Establish Private Endowment 
Estimated Annual Net Benefit: $37,500 -  $150,000  
Through its partners, the park will set up an endowment, 
either as a separate trust, or as a fund managed by a part-
ner group.  The initial purpose of the endowment will be 
to raise private dollars to supplement federal funding as 
well as to secure the preservation of the park and its re-
sources for future generations.  This program can be ex-
panded over time to include separate endowments for 
education and interpretation, specific buildings, monu-
ments, landscaping, and trails in the park.  The amount 
above reflects the annual interest that would be generated 
over the long term by meeting a target endowment fund 
size of $1 million. 

 Increasing the number and availability 
of donation boxes would provide more 
opportunities for small donations. 

Canoe rentals at the Betzwood picnic 
area are an example of expanded retail 
opportunities. 
�
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Expand Volunteer Program 
Estimated Annual Net Benefit: $60,000 -  $110,000�
The park will be able to increase the size and impact of 
its Volunteer- in- Parks Program (VIP) with a full- time 
Volunteer Coordinator.  Even with a part- time coordi-
nator, the park was able to achieve a net benefit of 
$253,000 with 848 volunteers and 17,912 volunteer hours 
in FY2004.  With a full- time coordinator, the park 
would only need to increase its volunteer hours by 10% 
to achieve the same net benefit, yet could be expected 
to increase its volunteer hours by 30% in the first year, 
and then 5% each of the following three years.  Using 
2004 rates and the implied increased labor costs of a full 
time position, the park could achieve a net benefit of 
$314,503 in year 1, and an annual benefit of $356,812 once 
the program is fully functional, in approximately five 
years. 
 
Create Alternative Support Unit 
Estimated Annual Net Benefit: $105,000 -  $254,000 
The park has the opportunity to increase support levels 
from its many constituencies by focusing key staff on 
resource development.  Revenue earned from the park’s 
leasing program has the potential to support the main-
tenance of park offices, residences, and other struc-
tures.  Additionally, the park will plan to organize its 
Volunteer Coordinator and Alternative Support Coor-
dinator positions into a combined unit that, in collabo-
ration with partners and senior management, focuses 
on developing partnerships, increasing the impact of 
donations, obtaining grants, managing leasing pro-
grams, establishing endowments, and developing other 
forms of alternative support.  Properly supported by 
management, this unit could more than double the 
park’s current revenue from non- fee sources and pay 
for itself. 

Promote the Park through Special Events 
Estimated Annual Net Benefit: $2,500 -  $4,000�
The park needs to find new methods for engaging its 
constituencies.  One such strategy is to hold special 
events in the park on an annual basis, such as a road 
race.  A race in the park would not only engage com-
munity members from the surrounding counties, but 
would also serve as a partner- supported marketing tool 
for the park.  Special events also serve as a platform to 
engage local businesses in the park through sponsor-
ships.  The benefit above is based on estimates for hold-
ing a five- mile run in the park, from which 50% of the 
proceeds are donated to the park. 
 
Improve Cost Recovery for Special Park Uses 
Estimated Annual Net Benefit: $5,000 – $11,000 
A  range of special uses and events occur in the park 
throughout the year, each requiring varying levels of 
effort by  staff.  While the park currently issues Special 
Use Permits as a method of authorizing and tracking 
such activities, the revenue generated by Special Use 
Permits does not remain in parks.  To offset the high 
costs of service delivery, Valley Forge can apply other 
approaches. For instance, Commercial Tour Fees may 
be levied on organizations that provide park tours, and 
short- term leases of 24 hours to 60 days can be ar-
ranged for the use of park facilities.  Furthermore, be-
cause special interpretative programming frequently 
involves additional expenses, park managers can begin 
to implement Interpretive Activity Fees for non- routine 
events. �

Partners are crucial when unfore-
seen circumstances, like this hut 
fire, cause the need for additional 
funding. 

Endowments help support the cy-
clical maintenance of monuments 
such as the Baron von Steuben 
Statue. 
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Strategies for Achieving the Park Mission 

While the business planning process assists park manage-
ment in identifying strategies to reduce costs and increase 
funding, it also helps management discover ways the park 
can better accomplish its mission.  Because these strate-
gies imply qualitative – not quantitative – enhancements, 
no monetary benefits are estimated in the descriptions 
below.    
 
Strengthen Friends Groups�
While the park relies on many partners to achieve its mis-
sion, management requires a strong Friends group to act 
as an advocate and champion in all issues facing the park.  
Since its inception, the park has relied on Friends groups 
to provide varying levels of support to park operations; 
however, each group has specific focal points that do not 
reach the true breadth of support required by manage-
ment.  Park management will work with its current part-
ners to address this issue, using best practices of leading-
edge partner relationships from across the NPS. 
 
Establish Board of Partners 
A board of partners will facilitate communication and 
collaboration among partners.  With the superintendent 
as chair and facilitator, the board will provide a forum for 
the park to communicate its priorities, brainstorm new 
ideas, and coordinate activities among partners.  The 
board should include representatives from all the promi-
nent partner groups, and meetings should be held at least 
monthly to ensure effective collaboration. 
 
Improve Marketing and Public Affairs Efforts 
Consistent with its efforts to better utilize alternative la-
bor sources, management has employed public affairs 
interns to assist with press releases and web updates in 
the past.  The park will capitalize on relationships with 
existing partners to further its marketing and public af-

fairs presence.  The park will also explore an expanded 
marketing partnership with the Valley Forge Visitors and 
Conventions Bureau and an expanded public affairs 
partnership with the Greater Valley Forge Chamber of 
Commerce.   
 
Promote Community Stewardship with New  
Interpretive Programming 
Well over 100,000 visitors trek to Valley Forge each year 
to tour the park and learn more about the 1777- 78 en-
campment of the Continental Army.  However, the park 
receives several times as many visits from local residents 
who enjoy using the trail system or areas not directly in-
volved in the park's traditional approach to interpreta-
tion.  Through new interpretative programming aimed 
specifically at this audience, the park can foster under-
standing, appreciation, and protection of the resources of 
Valley Forge.  Strengthening community relationships 
not only has obvious positive implications for park man-
agement, it also helps fulfill the spirit of the NPS mission. 
 
Develop Partnerships with Regional Universities 
Consistent with its goal to build partnerships that lever-
age resources, management will engage the talents and 
expertise of the many graduate programs in the Philadel-
phia area.  Specifically, the park will seek assistance from 
Penn State’s Recreation, Park, and Tourism Management 
program in its effort to better understand trends in visi-
tation and visitor use patterns.  In addition, the park will 
engage the services of “volunteer consultants” from MBA 
programs at the University of Pennsylvania, Temple, 
Drexel, and St. Joseph’s University to conduct further 
analysis on future park projects and strategies. 

The park can engage recreational users by 
introducing new interpretive and educa-
tional programming. 
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Improve Understanding of Visitor Use Patterns 
The current visitor counting system for the park was 
developed in 1991 and the park was one of the first for 
which the methodology was applied.  The NPS stan-
dard interval for reviewing and updating a park’s 
counting methodology is five years.  The park needs to: 
1) revise the counting method to more accurately reflect 
the number of visitors using the park, 2) conduct a se-
ries of statistically valid visitor surveys to gain a deeper 
understanding of visitor needs, and 3) develop systems 
that provide management with the ability to respond to 
changing visitor needs. 
 
Reallocate Visitor Service Personnel to Meet  
New Demands 
In recent years, the park has undergone several notable 
changes in interpretation and law enforcement opera-
tions in response to available funding, variations in 
visitation, and improvements in organizational effec-
tiveness.  To remain effective, park managers will con-
tinue to re- evaluate the allocation of human resources 
as each subsequent operational change occurs.  For 
instance, because dispatch operations shifted to nearby 
Montgomery County at the beginning of FY2006, the 
park's Telecommunications Equipment Operators are 
being assigned to new positions and help address the 
park's priorities for improvement. 
 
Conduct Annual Off- site Planning Meeting 
Senior staff will conduct its annual retreat to coincide 
with the beginning of the annual budgeting and plan-
ning process.  An off- site venue will allow each partici-
pant to focus on plans for the coming year, outside of 
the normal distractions and interruptions of the work-
place.  The retreat will provide an opportunity for 
management to set the vision for the coming year, for 

each group to highlight success of the past year, and for 
senior staff as a whole to prioritize projects and budget 
items.  The retreat will also provide the ideal venue for 
management to set and share its annual agenda with 
key partners. 
 
Increase Efficiency of Solid Waste Management and 
Recycling Programs�
As a unit of the NPS, Valley Forge has an obligation to 
maintain high standards of resourcefulness and sustain-
ability.  The park will improve its recycling program and 
increase the amount of recyclable tonnage pulled from 
the solid waste stream each year.  An increased number 
of well- marked recycling bins is necessary to achieve 
this, and additional tubs are also needed in every work-
space so that employees can more easily participate in 
conservation efforts.  An ISWAP (Integrated Solid 
Waste Alternatives Program) evaluation will take place 
so that the efficiency of the park’s waste/recycling pro-
gram can be documented and further analyzed. 
 
Engage Park Constituent Groups 
The only way for the park to understand its impact in 
the local community and the needs of its constituents is 
to identify and engage these groups in a dialogue on 
their perception of the park and their perceived role in 
serving as park stewards. Management began this effort 
through meetings with local running groups active in 
the park with whom there had been little previous con-
tact.  Management will continue this effort with walking 
groups, bikers, local schools, and other groups to en-
sure the park is reaching out to as wide a base as possi-
ble for future collaboration and support.��

Frequent dialogue with stakeholders en-
sures mutual engagement of the park with 
the community. 
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Additional Information�

Partnerships 

Partnerships are integral to management’s vision for the 
park.  Valley Forge engages a range of partners to accom-
plish its mission, including Friends groups, historical in-
terest groups, military reenactment units, service organi-
zations, natural resource management groups, and gov-
ernment partners.  Management sees enormous potential 
to expand given the park’s iconic nature and its location in 
an area with a tradition of stewardship and a large popu-
lation of accomplished civic and corporate leaders. 
�

The Friends of Valley Forge is a non- profit organization 
dedicated to the preservation and promotion of the park.  
To achieve this mission the Friends sponsor educational, 
interpretive, and awareness programs, foster and encour-
age conservation, and assist in the collection and preser-
vation of historically- significant artifacts and structures.  
The Friends assume this role to ensure that Valley Forge 
will continue to remain a significant historical place in our 
country’s historical fabric. 
 

The Valley Forge Chapter of Trout Unlimited formed 
to protect and improve the waters of Valley Creek, which 
runs through the park.  The organization provides human 
resources, expertise, and information for issues and pro-
jects on the creek and in the watershed, and acts as a re-
spected advocate for the Valley Creek Restoration Part-
nership.  The partnership comprises regional environ-
mental groups, with advisory participation from the park, 
federal, state, and local governments, and universities. 
 
The Valley Forge Interpretive Association formed as a 
cooperating association when the national historical park 
was established in order to promote and provide funds for 
educational and interpretive programming.  In the past the 
association ran the visitor center bookstore, supported the 
Muster Roll project, the Student Conservation Associa-
tion intern program, and the living history program, 
among many other park projects.   

Volunteers make a real difference in 
the park. 

 

Located in the Valley Forge Welcome Center, The Encampment Store 
is operated with the dual mission of putting educational and com-
memorative materials in the hands of visitors and providing an addi-
tional revenue stream to the park. 
 
Store activities include merchandise sales, seasonal bus tours, in- store 
children’s craft programs, and special events.  To date, these com-
bined efforts have provided revenues in excess of $200,000 for pro-
jects and programs for the park.�

Partnerships are integral to 
management’s vision for 
the park. 

The Encampment Store  
at Valley Forge 
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The Mill Grove Audubon Center, located adjacent to 
the park, is a National Historic Landmark preserving 
John James Audubon's first home in America.  Through 
agreement with the National Audubon Society (NAS), 
Mill Grove is now home to one of the society's national 
system of education centers.  The park preserves critical 
regional bird habitat and the NAS is working with park 
management on collaborative programming related to 
environmentalism, conservation and history.   In addi-
tion, the NAS is considering rehabilitating several his-
toric buildings in the park as both offices and a base for 
urban environmental programs. 
 
Washington Memorial Chapel is a historic church 
adjacent to the park that preserves artifacts and stained 
glass windows commemorating General Washington 
and the encampment.  The chapel cooperates with the 
park on the regularly scheduled interpretive bus tour.  
There is potential for more collaboration between the 
chapel and the park, as the chapel brings in many na-
tional and international visitors who require special in-
terpretive services that park staff can provide. 

�

The American Revolution Institute 
New Perspectives on an Enduring Legacy 

 
Held in July 2005, and planned again 
for 2006, the institute offered NPS 
staff, museum educators, and teach-
ers an opportunity to experience and 
construct lessons about the Ameri-
can Revolution. 
 
Participants explored ways to enrich 
their programs by infusing scholar-
ship, applying new methods and 
strategies, using new technologies, 
integrating authentic objects and 
places, and making broad thematic 
connections. 
 
Participants learned from first- rate 
museums and organizations, includ-
ing the American Revolution Center, 
the New York Historical Society, and 
Facing History and Ourselves, as well 
as nationally- renowned scholars 
such as historian Gary Nash, from 
UCLA. 

The park is situated within the Schuylkill River Val-
ley National Heritage Area, which encompasses the 
river's watershed.  Both entities share the goals of pre-
serving and interpreting the region's historic, cultural, 
natural and recreational resources.  The National 
Heritage Area and the park are working together to 
improve the water quality of the river, collaborate on 
interpretive and educational programming, promote 
heritage tourism, and support sustainable land use, 
open space, and greenway planning and preservation.  
In 2004, a heritage area gateway kiosk was placed in 
the park Welcome Center as part of a system of gate-
ways being established throughout the region. �

During the summer, park visitors can enjoy evening carillon 
concerts offered by the Washington Memorial Chapel. 
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Doing Business in the 21st Century 

In line with the NPS’s Legacy Initiative, the park will build 
management excellence, foster sustainability, improve 
conservation, facilitate outdoor recreation, and ensure 
the relevance of the park’s mission and connection to its 
visitors in the 21st century.  These themes resonate 
throughout this plan. 
 
Management will utilize the following tools to evaluate its 
performance and analyze its operations: 
 
NPS Scorecard Analysis 
Developed as part of the President’s Management 
Agenda, the NPS Scorecard is designed to provide a 
snapshot of the current state, recent trends, and perform-
ance of parks within the NPS.  At the park level, this tool 
will facilitate management’s understanding of the park’s 
performance, and will provide meaningful measures of 
comparison with other parks.  This will allow the park to 
identify opportunities for efficiency and implement ap-
propriate best practices learned from other parks. 
 
Core Operations Analysis 
The park began a formal exercise, called a Core Opera-
tions Analysis, in February 2006 to improve management 
practices and trace the park’s allocation of dollars to 
management priorities.  Core Operations Analyses are 
separate but related to Business Planning, and both pro-
vide park managers credibility when submitting budget 
requests.  Additionally, the results from such an analysis 
are used as a mechanism to develop strategies for reduc-
ing costs and refocusing spending on core priorities, 
thereby increasing financial flexibility and decreasing the 
need to seek funding to reduce budget gaps. 
 

Strategies identified through the Core Operations Analy-
sis to meet park goals and reduce costs  include: 
 
�� Developing an expanded webpage about Special Use 

Permits with detailed information about the applica-
tion process; 

�� Enhancing partnerships with The Encampment Store 
and the Valley Forge Convention & Visitors Bureau 
to facilitate more effective visitor services and in- kind 
programmatic support; 

�� Reducing redundancy in the approval process for 
requisitions and small purchases; 

�� Implementing a park- level Personnel Management 
Review Board to advise managers on human resource 
planning; 

�� Establishing and marketing volunteer opportunities 
aligned with park priorities; and 

�� Exploring the feasibility of contracting select mainte-
nance and resource management operations. 

 
Budget Cost Projection 
The Budget Cost Projection (BCP) tool was developed to 
provide park management with a means of estimating fu-
ture operating costs for a park.  Simply put, the BCP al-
lows managers to look to the future and determine how 
current operations will change, including the costs of 
those operations.  This allows the park to project opera-
tional requirements and costs over the next five years.  
The BCP’s vital financial information reflects the park’s 
ability to meet mission goals and will be used in conjunc-
tion with the rest of the management “toolkit” to make 
informed management decisions. 
�

The Business Plan, 
Core Operations Analysis, 
Scorecard Analysis, and 
Budget Cost Projection will 
complement each other as 
part of a management toolkit. 
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The BCP tool utilizes baseline information from exist-
ing financial systems to formulate future costs for labor 
and non- labor expenses, and identifies the level of fu-
ture funding available to meet these requirements based 
upon the park’s historic allocations.��
 
The graph on this page depicts the park’s FY2005 BCP 
results, and demonstrates the expected future opera-
tional costs if the park were to implement none of the 
recommendations in this plan.  While costs are ex-
pected to rise at 3.5% annually, the park’s allocated base 
budget is expected to increase by 1% annually, resulting 
in a deficit of $1.1 million by FY2009.   
 
The accompanying table shows that average personnel 
costs are expected to rise by 4.5% annually for the next 
six years.  Of the park’s current employees, 38 will be 
eligible to retire between FY2005 and FY2009, and of 

these employees, 20 are covered under the Civil Service 
Retirement System.  As these positions are vacated, only 
some will be replaced.  Several, however, will be filled 
with employees covered under the more expensive 
Federal Employees Retirement System, thus increasing 
labor costs overall. 
 
The BCP analysis further emphasizes the themes men-
tioned throughout this plan.  Management will not be 
able to achieve the park’s mission without taking pro-
active measures to reduce costs, leverage the resources 
of partners, and use alternative sources of labor to aug-
ment the efforts of the park’s full- time staff.  Manage-
ment will need to continually utilize multiple strategies 
to evaluate performance, adjust resources, and commu-
nicate its needs and priorities to both internal and ex-
ternal stakeholders.��

FY05 Budget Cost Projections�

$4,500,000�

$5,000,000�

$5,500,000�

$6,000,000�

$6,500,000�

$7,000,000�

FY 2005� FY 2006� FY 2007� FY 2008� FY 2009�

Expected Allocation� Total Costs�

To continue fulfilling the park 
mission, managers will be 
proactive in reducing costs 
and leveraging alternative 
forms of support. 



�

44  |    Valley Forge Business Plan 

Acknowledgements�

Graduate student consultants from schools throughout the country carry out the National Parks Business Plan Initiative. 
This plan was researched and written by: 
 

Jeff Bransford 
Clemson University 
 

Andrew Murphy 
Harvard Business School and Kennedy School of Government 
 

William W. Stark, III 
Fuqua School of Business at Duke University��

The Employees of Valley Forge National Historical Park: 
Carnell Anderson, Jeanette Arnold, Randy Beutler, Ron Boice, Richard Branagh, Mary Lynn Brand, Marc Brier, Theo-
dore Brown, Stacey Browning, Duane Buck, Mike Caldwell, Meghan Carfioli, Dan Carl, Russ Carr, George Clark, 
Marlene Concordia, Earl Cram, Walter Crawford, Rebecca Daull, Fred Dell Angelo, Walt Donikowski, Michael Erwin, 
Fred Euganeo, Timothy Fogal, Jim Fritz, Russ Fulton, Deirdre Gibson, Noelle Gilson,  Ron Gimmillaro, Denise Hender-
son, Stephen Hobbs, Teresa Houston, Scott Houting, Karen Marquez Jones, Jeff Kangas, William Kelly, Joe King, George 
Krafft, Jonathan Lacy, Bill Lange, Carl Langford, Tim Long, Julius Lumpkin, George Matlack, Peter Maugle, Carol Maz-
zanti, Robert McConnell, Dona McDermott, Jim McGettigan, Charissa Nayduch, Cynthia Neel, Jeff Oates, Michelle Ort-
wein, Charmeka Parker, Robert Patterson, Jim Paulsen, Barbara Pollarine, Ronald Poruban, Steve Rector, Paula Risell, 
Ajena Rogers, Douglas Rogers, Lewis Rogers, Liza Rupp, Gordon Sassaman, David Seguin, Helen Seguin, Bruce Stocking, 
Michael Stronski, Kimberly Szewczyk, Bill Troppman, Michael Valora, Dennis Walsh, John Waterman, Lisa Waterman, 
Ernestine White, and Jason White 
 
Additional thanks: 
Mike Boles, Mindy Cherng, Leslie Crossland, Tom Daly, Paul Decker, Daria Fink, Bill Frelich, Mike Heaney, Connie 
Jamieson, Anne Kelly, ZeeAnn Mason, and Charles Wolfinger 
 

American Revolution Center, Center for Park Management, Friends of Valley Forge, Valley Forge Convention and Visi-
tors Bureau, and Valley Forge Interpretive Association 

National Park Service Business Management Group: 
Bruce Sheaffer, Comptroller 
Tom Dale, Manager, NPS Accounting Operation Center 
Tracy Fehl Swartout, Project Manager 
Sula Jacobs, Management Analyst 
Elena Arensman, Management Analyst 
Kristen Jontos, Management Analyst 

Student Conservation Association: 
Reginald “Flip” Hagood, Senior Vice President 
Clarissa Mendez, Special Initiatives Manager 
Justin Chow, Diversity Coordinator 



The purpose of Valley Forge National Historical Park is to educate and inform pre-
sent and future generations about the sacrifices and achievements of General George 

Washington and the Continental Army at Valley Forge, and the people, events, and 
legacy of the American Revolution, through preservation of the cultural and natural 

resources that embody and commemorate the Valley Forge experience and the 
American Revolution, and provision of opportunities for enhanced understanding. 
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